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CH APTER  1
W H Y  R ESEARCH  I N TO  LEAD ER SH I P?
I n t r o d u ct io n
T h is ch ap t e r  se t s o u t  w h y  I  ch ose t h e  issue  o f  lead ersh ip  t o  r esearch ,  m y  t h ou gh t s 
on  lead ersh ip  a t  t h a t  t im e,  and  t h u s t h e  m ind  se t  t h a t  I  h ad  w h en  I  st ar t ed .  W e 
w ill see  in  Ch ap t e r  2 t h a t  I  h ave chosen  t o  f o l low  a cr it ica l t h eo r y  and  h e rm en eu t ic 
pat h  w h ich  m eans t h a t  I  need  t o  se t  o u t  m y  ow n  fee lin g s ab o u t  t h e  research  
su b j e c t  m at t er  f o r  y ou  t o  see. T h is is im po r t an t  in h e rm en eu t ic r esearch  b ecause  
t h e  ro le o f  t h e  research e r  is n o t  r eg ard ed  as w h o lly  o b j ect iv e  and  t h e  p r e ­
u n d erst an d in g  t h e y  b r in g  t o  t h e  w o rk  is r e le van t  in  d iscu ssin g  co n clu sio n s d raw n .  
T h e  read er  is en t it led  t o  be ab le t o  p u t  t h em se lves,  a t  least  in  p ar t ,  in  t h e  
resear ch er 's shoes.  Herm en eu t ic r esearch  a t t em p t s t o  g e t  b en ea t h  t h e  w o rd s 
u sed  b y  peop le  t o  reach  a bet t er  u n derst an d in g  o f  t h e  u n d er ly in g  m ean in g  o f  t h e  
w o rd s;  f o r  ex am p le  t o  p u t  t o  one  sid e  t h e  g en e ra l it ies and  assum p t io n s,  t h e  " t aken  
f o r  g ran t ed s" ,  so  as t o  ob t a in  a r ich e r  and  long  last ing  u n d erst an d in g .  Ad d it io n a l ly ,  
r e f lex iv it y ,  in clu d in g  se lf - r e f lex iv it y ,  is im po r t an t  sin ce  t h e  r esear ch er 's ow n  
j u d g em en t  and  in t u it ion  f o rm  a par t  o f  t h e  research  p rocess.  T h a t  m ean s t h a t  t h e  
dat a be ing  d iscu ssed  is consid e red  b y  t h e  research e r  in a su b j e ct iv e  w ay ,  even  
t h o u g h t  t h e  a t t em p t  is t o  le t  t h e  dat a sp eak  f o r  t h em se lves.  I t  is cru cia l t o  
r ecog n ise  t h a t  t h is p ro cess is n o t  p u re  -  o n e  can n o t  d ed u ct  t h e  su b j e c t iv i t y  f r om  
t h e  w o r k  and  leave on ly  ob j ect iv e  f in d in g s.  T h e  a im  is t o  p rep ar e  t h e  read e r  as 
f a ir ly  as possib le ,  so  t h ey  can  j u d g e  f o r  t h em se lv es t h e  v a l id it y  o f  t h e  co n clu sio n s 
d raw n .
Ch ap t e r  2 w ill deal w it h  cr it ica l t h eo ry ,  h e rm en eu t ics and  r e f le x iv it y  m o re  
t h o r ou g h ly ,  b u t  f o r  n ow  it  is im po r t an t  t o  see  t h a t  no  a t t em p t  w ill be m ade  t o
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d ist an ce  t h e  research er  ab so lu t e ly  f r om  t h e  su b j e c t  o f  t h e  t h esis,  an d  t h a t  t h e  best  
w ay  t o  t a k e  acco u n t  o f  t h e  research er 's su b j ect iv it y ,  so  f a r  as t h a t  is p ossib le ,  is t o  
r ecog n ise  it . T h is ch ap t e r  is in t end ed  t o  he lp  t h e  reader  t a ke  t h a t  st ep .
T h e  ch ap t e r  en d s w it h  an  o ve rv iew  o f  t h e  t h esis as a w h o le ,  w it h  t h e  in t en t io n  o f  
g iv in g  t h e  read er  a m ap  o f  t h e  j o u r n ey  b efo re  w e  st a r t  -  som e t h in g ,  as w e  w ill 
see ,  t h a t  m any  regard  as an  asp ect  o f  su ccessfu l leadersh ip !
T h e  r e se a rch
T h is r esearch  w asn 't  com m ission ed  so  w h y  have I  d one  it ? I n  sh o r t ,  t h e  issu e  o f  
w h a t  is lead ersh ip ,  and  w h a t  im pact  does it  h ave f o r  peop le ,  h as in t e re st ed  m e fo r  
a long  t im e ,  and  w h en  I  st ar t ed  on  m y  DBA an  o p p o r t u n it y  t o  do  som et h in g  ab ou t  
it  a rose.  I  r ea lised  t h a t  I  cou ld  f in d  o u t  m o re f o r  m yse lf ,  an d  m ake  a co n t r ib u t io n  
t o  acad em ic and  p ro fession a l k n ow led ge  and  p ract ice.  I  w an t ed  t o  est ab l ish  a t  
least  som e o f  w h a t  lead ersh ip  m ean t  -  t o  m ove it  f r om  be in g  a ra t h e r  v ag u e  
co n cep t  t o  a m o re  p recise  u n d erst an d in g  in  a p a r t icu la r  co n t e x t  t h a t  cou ld  m ake  a 
p ract ica l b en e f it  t o  peop le  in  p ro fessiona l life.
I n  w r it in g  t h is ch ap t e r  I 'v e t r ied  t o  go  back  f iv e  o r  six  y ears,  t o  t h e  s t a r t  o f  m y  DBA 
j o u rn ey .  I d ea lly  I  shou ld  have w r it t en  it  b e fo re  I  st ar t ed ,  o r  as I  w as g o in g  a lon g ,  
b u t  t h a t  d id n 't  h appen .  I t  is im po r t an t  t o  do  m y  b est  t o  r e f lec t  on  w h e r e  I  w as all 
t h a t  t im e  ago  becau se  m y  u n derst and in g  o f  m y  research  su b j e c t  t h en  m u st  have 
in f lu en ced  m y  t h in k in g  and  m y ap p roach  t o ,  and  co n du ct  o f ,  t h e  research .  So  t h is 
b r ie f  ch ap t e r  is an  h on est  a t t em p t  t o  r ecrea t e  t h a t  t im e . As w e  w ill see ,  I  am  . 
h app y  t o  adm it  t o  t h e  in f lu en ce o f  su b j e ct iv it y  in  r esearch  so  I  d o n 't  p re t en d  t h a t  
t h is ch ap t e r  is an y  m ore t han  a lo ok  b ack  a t  w h e re  I  t h in k  I  w as,  k n ow in g  w h a t  I  
k n ow  now . T h is is im po r t an t  b ecau se  research  is a lw ays co lou red  by  t h e  
resear ch er 's p re -un d erst an d in g ,  w h e t h e r  n a ive  o r  so p h ist ica t ed ,  and  in  t h is  case  
t h e  p re -u n d erst an d in g  m u st  n o t  o n ly  be adm it t ed  b u t  sh ou ld  a lso  be laid  ou t .  I t  is, 
in  a v e ry  real sen se ,  p a r t  o f  t h e  research  j o u rn ey .
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I  st ar t ed  m y  DBA soon  a f t e r  com p le t in g  m y  MBA,  in  w h ich  I  r esearch ed  in t o  
p a r t n e rsh ip s,  loo k in g  sp ec if ica lly  a t  h ow  o rg an isa t io n s w o rk ed  t o g e t h e r  e f f ect iv e ly  
t o  d e liv e r  Go v er nm en t  p r io r it ies in  t h e  East  M id lands.  On e  t h in g  b ecam e clea r  in 
t h a t  w o rk .  Th e  ro le o f  in st it u t io n al leaders w as a key  f a ct o r  in  p rod u ct iv e  
pa r t n e rsh ips.  O t h e r  f a ct o r s n eeded  t o  be in p lace t o  en su re  p ro d u ct iv e  ou t com es 
( f o r  exam p le  ag reed  ro les and  resp on sib ilit ies) ,  b u t  in t h e  end ,  if  in d iv id u a ls f rom  
p a r t n e rsh ip  o r g an isa t io n s co u ld n 't  w o r k  w ell t o g e t h e r ,  o f t en  on  a pe rsona l basis,  
t h en  t h e  p a r t n e rsh ip 's e f f e ct iv en ess w ou ld  be su b -op t im a l.  I  t h o u g h t  t h en ,  w it h o u t  
h av ing  research ed  lead ersh ip  a t  a ll,  t h a t  su ch  in d iv id u a ls w er e  m o re  o f t en  t h an  n o t  
lead in g  t h e ir  o rg an isa t io n s in  t h e  p a r t n ersh ip ,  and  t h u s in d iv id u a lly  o r  co llect iv e ly  
lead in g  t h e  p a r t n ersh ip ,  r a t h e r  t h an  m ere ly  r ep resen t in g  t h e ir  o rg an isa t io n s.  I n  
on e  p a r t icu la r  case,  a lead e r  o f  o n e  o r g an isa t io n  w as m oved  f r om  a su ccessfu l 
p a r t n e rsh ip  t o  o n e  t h a t  w asn 't  do ing  w ell,  and  in six  m on t h s t h e  p e r f o rm an ce  o f  
bo t h  p a r t n e rsh ip s chan ged  d ram at ica lly .  Su ccess m oved  w it h  t h e  in d iv id u a l;  it  
loo ked  as i f  t h e  o rg an isa t io n a l leader ,  in  t h a t  case  a t  least ,  w as a cru cia l f a c t o r  in 
t h e  su ccess o f  t h e  par t nersh ip .
A t  t h e  beg in n in g  I  had  t h ree  p r in cip le  a reas o f  in t erest ,  lead e rsh ip  as a p ract ica l 
con cern ,  leadersh ip  and  m an agem en t ,  and  t r a in in g  t o  b ecom e  a leader .  All t h ese  
st em m ed  f r om  w h a t  I  had  seen  on  t h e  g rou nd  am on g st  w h a t  I  p e rce iv ed  as 
su ccessfu l leaders in  Gove rnm en t  p ar t ne rsh ips.  I  w an t ed  t o  see  w h e t h e r ,  and  i f  so  
h ow ,  t h ese p e rcep t io n s p layed  ou t  in p ro fession al life.
Le a d e r sh ip  a s a  p r a ct ica l  co n ce r n
I  w as in t e rest ed  in  a com b in a t io n  o f  o ve r lap p in g  id eas ab o u t  h ow  Go v e rnm en t  
p o licy  g e t s d e liv e red ,  p ar t nersh ips,  st r a t egy ,  d e liv e r y  ch a in s an d  leadersh ip .
Severa l q u est io n s arose.  I f  lead ersh ip  rea lly  w as so  im po r t an t ,  w h a t  ex act ly  w as it  
and  h ow  d id  it  com e t o  exe r t  it s in f lu en ce? W as lead e rsh ip  t h e  sam e t h in g  t o
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d if f e r en t  p eop le  in d if f e ren t  c ir cum st an ces? How  do  p eop le  m ake  sen se  o f  
lead ersh ip  in  t h e ir  ev e r yd ay  liv es?
I n  t h e  end  it  w as t h is last  q u est io n  t h a t  in t e rest ed  m e m ost  b ecau se  it  b r in gs t h e  
b ig  q u est io n s ( such  as 'w h a t  is leadersh ip^  d ow n  t o  a p ract ica l level.  I f  it  is t r u e  
t h a t ,  in  t h e  civ il se rv ice ,  leadersh ip  in  som e fo rm  is exe r cised  b y  m ost  p eop le  eve ry  
d ay ,  t h en  f o r  civ il se r van t s,  lead ersh ip  o u g h t  t o  be a v e ry  im po r t an t  p a r t  o f  life. ( I t  
is ce r t a in ly  a r g u ab le  t h a t  lead ersh ip  is exe rcised  on ly  by  t h e  m o st  sen io r  ech e lon s 
in a b u reau cracy ,  b u t  it  has long  been  a t e n e t  o f  civ il se r v ice  cu lt u r e  t h a t  
lead ersh ip  is exe rcised  t o  som e ex t en t  by  a lm o st  eve ryon e ,  as w e  w ill see  in 
Ch ap t e r s 3 and  4 .)
My  f ir st  st ep  w as t o  go  b ack  t o  som e  o f  t h e  b ig  q u est io n s,  so  I  cou ld  t a k e  an  
o ve rv iew  o f  t h e  b road er  p ict u re.  T h is w as im po r t an t  t o  en ab le  m e t o  con t ex t u a lise  
m y  research  in an  academ ic f r am ew o rk ,  and  see  w h e t h e r  I  cou ld  m ake  a 
co n t r ib u t io n  t o  o rg an isa t io n a l leadersh ip  t h eo ry  as a w h o le ,  as w e ll as co n t r ib u t io n s 
t o  t h eo r y  based  in t h e  p ub lic se rv ice ,  and  t o  p ro fession a l p ract ice .
I n  t h a t  w id e r  con t ex t ,  leadersh ip  is a co n cep t  t h a t  o ccu r s reg u la r ly ,  a t  w o rk ,  in  
sp o r t s and ,  o f  cou rse,  in po lit ics ( w h ich ,  as w e 'll see  in Ch ap t e r  6 ,  is a p a r t icu la r  
con cern  in t h e  civ il ser v ice ) .  As a su b j e ct  f o r  b u sin ess an d  o rg an isa t io n a l st u d ies it  
h as sp aw ned  a co n sid e r ab le  lit e ra t u re ,  w h ich  w e 'll see  in  Ch ap t e r  3 leaves q u it e  a 
lo t  u n clear .  Bu t  f o r  m e lead ersh ip  is n o t  j u s t  an  academ ic co n cep t  o v e r  w h ich  
au t h o rs can  d eb a t e  m ean ing ;  f o r  m any  peop le  lead ersh ip  p lay s an  im po r t an t  ro le,  
a f f ect in g  pay ,  ca r ee r  d ev e lo pm en t  and  t h e  d ir ect io n  o f  t h e ir  w o rk in g  lives.  An d  in 
t h e  p u b lic sect o r  t h e  in t r o d uct ion  o f  w h a t  is r e fer red  t o  as t h e  n ew  p u b lic 
m an ag em en t  in t h e  1980s has led  t o  f u n d am en t a l ch an g e  in t h e  w ay  lead e rs m ay  
be expect ed  t o  op er a t e  ( Fe r lie  e t  al ( 1996 ) ) .  N o t  o n ly  d o es n ew  p ub lic 
m an agem en t  su g gest  e f f ic ien cy ,  r at io na lit y ,  and  a lin ear  ap p roach  b u t  M cAu ley  e t  
al say  t h a t  e f f ic ien cy  " . . .  a lso  in vo lves sep ara t io n  be tw een  t h o se  w h o  t h in k  and  act
v
st ra t eg ica lly  in  t h e  o rg an isa t io n  and  t h o se  w h o  im p lem en t  t h o se  st r a t eg ie s"
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( 2 007 : 88 ) .  T h a t  im p lies a d ist in ct io n  b etw een  tw o  g ro u p s o f  w o rk e r s bu t ,  as I  said  
ea r lie r ,  t h e  c iv il se r v ice  cu lt u re  is t h a t  a lm o st  ev e ry o n e  act s as a lead e r  f r om  t im e  
t o  t im e.  I t  sh ou ld  n o t  be le f t  o n ly  t o  acad em ics t o  d ecid e  w h a t  co n st it u t e s 
lead ersh ip  b u t  t h e  vo ice  o f  t h o se  d ir e ct ly  a f f ect ed  m u st  be h eard  as w ell.  Ch ap t e r  
2 w ill sh ow  h ow  t h is led  m e t o  d ecid e  t o  f o llo w  a cr it ica l t h eo r y  ap p ro ach  t o  t h e  
research .
T h e  t yp ica l w o rk in g  a r ran g em en t  w it h in  w h ich  lead ersh ip  is o p era t ed  in t h e  civ il 
se r v ice  is t h a t  o f  a t eam  w it h  a t eam  leader ;  t eam s com e t o g e t h e r  t o  m ake  
D iv isio n s,  led  by  a D iv isio na l Manager ;  D iv isio n s rep o r t  t o  a D irect o r ;  D irec t o r s t o  
D irect o r s-Gen era l;  and  t h e  w h o le  is h eaded  b y  t h e  Pe rm an en t  Secr e t a r y  and  t h e  
Board .  T h is  is a v e ry  com m on  w ay  o f  o rg an isin g  w o r k  and  d esp it e  b o u t s o f  d ow n ­
sizin g  and  d e- laye r in g ,  it  r em a in s robust .  I n  t h e  p ub lic sect o r ,  a t  t h e  t op ,  t h e r e  is 
t h e  ad ded  com p lex it y  o f  Gov e rnm en t  M in ist e r s p ro v id in g  po lit ica l d ir e ct io n .  T h ey  
t ake  m ed ium  t e rm  st ra t eg ic d ec isio n s and  t h e y  a lso  m ake  key  d ay - t o -d ay  
d ecisio n s.  As f o r  st af f ,  eve ry on e  has a lin e m an ager  and  ap a r t  f r om  t h e  m ost  
j u n io r ,  ev e r yon e  lin e m anages st a f f  ( and  h en ce,  in civ il se r v ice  cu lt u re ,  is in  som e 
w ay  a leader) .
So  h ow  does t h is t r an sla t e  in t o  lead ersh ip  in  t h e  c iv il se r v ice ,  an d  h ow  do  t h o se  
p ract isin g  lead ersh ip  u n d erst an d  t h e  con cep t ? I n  p ract ica l t e rm s,  w h a t  is 
lead ersh ip ? T h a t  is t h e  key  research  quest ion .
Le a d e r sh ip  a n d  m a n a g em e n t
I n  casual d iscu ssion  p eop le  w ill som e t im es re fe r  t o  lead ers and  m an age rs in t e rm s 
o f  d if f e ren t  p eop le  ( ie. Geo rg e  is a leader ;  T o n y  is a m an ager ) ,  o r  t h e  sam e  peop le  
in d if f e ren t  r o les (Geo rg e  can  act  as a lead er  o r  a m an age r  d ep en d in g  on  t h e  
c ir cum st an ces) ,  o r  in t e r ch an geab ly  ( i f  I  d r aw  no  d ist in c t io n  b etw een  t h e  ro les;  
w h a t  George  d oes cou ld  be d escr ib ed  e it h e r  as m anag ing  o r  lead in g ) .  I s t h is an  
issu e  t h a t  m akes a d if f e ren ce  in t h e  w o rk p lace? A t  f ir st  sig h t ,  t h e  d ist in ct io n
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betw een  lead ersh ip  and  m an ag em en t  sh ou ld  be e it h e r  c le a r  an d  d ist in c t  o r  u n clear  
and  im m at er ia l.  As w e 'll see  in  Ch ap t e r  4  t h e  d ist in ct io n  is real en ou gh  f o r  som e,  
b u t  t h e  lit e ra t u re  is sp lit .  Som e w r it e r s see  an  o b v iou s d ist in ct io n ,  som e  none  a t  
a ll,  som e  say  it  d ep en d s on  con t ex t ,  o t h e rs say  it  is a d ilem m a ( Za le zn ick  1997, 
Bu rn es 1996, Ko t t er  1990 , and  Rickard s and  Cla r k  2 006 ,  f o r  ex am p le  co v e r  each  o f  
t h ese  p osit io n s a lt h ou gh  t h is w ill be d iscu ssed  f u r t h e r  in  Ch ap t e r  4 ) .  M y  ow n  
st a r t in g  p o in t  is t h a t  it  is st r a ig h t f o rw ard  t o  im ag in e  a sit u a t io n  in  w h ich  a g ood  
lead e r  is n o t  a good  m anager .  Mar t in  Lu t h e r  King  w as a v e r y  e f f e ct iv e  lead er  
( a lt h ou gh  q u it e  h ow  m uch  he h im se lf  ach ieved  f o r  t h e  em an c ip a t io n  o f  b lack s is 
a rg uab le .  As You n g  p u t s is, b lacks " . . .  a re  st ill w a it in g  f o r  Am er ica  t o  h o n o u r ..."  
t h e  ch equ e  " .. .  t h a t  w ill g iv e  [ t hem ]  t h e  r ich es o f  f r e ed om "  ( You n g  2007 :  6 ) )  bu t  
w h e t h e r  he cou ld  m anage , say  an  act ion  p lan  t o  g e t  t h e  ch eq u e  h on ou red  is 
u n clear .
W h y  t h en  is t h e r e  so  m uch  d eb at e  ab o u t  lead ersh ip  and  m an agem en t ? I s t h is an  
issu e  a t  all,  and  i f  so ,  is it  p rob lem at ic? O r  is it  a d ist in ct io n  w it h o u t  m ean in g  in  
t h e  w o rk p lace? I f  t h a t  is so ,  w h y  do  w e  st il l u se bo th  t e rm s?
T r a in in g  t o  b e com e  a  le a d e r
I n  t h e  civ il se r v ice  t r a in in g  is t aken  se r io u sly .  I n  ad d it io n  t o  sp ec if ic  v o ca t io n a l 
t r a in in g ,  in  how  t o  u se com p u t e r  so f tw a re  p ackages f o r  ex am p le ,  t r a in in g  is 
ava i lab le  in a reas su ch  as lead ing  and  m anag ing ,  in f lu en cin g  and  n eg o t ia t in g ;  and  
t h e re  is g row in g  in t e r est  in  t r a in in g  in coach in g  and  m en t o r in g  sk il ls.  So  can  
an y on e  be t r a in ed  t o  be a leader ,  is it  p o ssib le  f o r  ev e r yon e  t o  su cceed  in 
b ecom ing  a leader ,  o r  a re  t h e re  som e in n a t e  q u a lit ies o r  ch a r ac t e r ist ics t h a t  o n e  
can 't  d o  w it h ou t ?
I n  t h e  sen se  o f  t r a in in g  som eon e  t o  be an  e f f ect iv e  lin e  m an ager ,  t h e r e  is p len t y  o f  
ev id en ce  t o  su g gest  t h a t  t h e  civ il se r v ice  is d o in g  w ell in  en su r in g  t h a t  w e  all h ave 
t h e  r ig h t  sk ills.  No -on e is a llow ed  t o  com p le t e  an  annua l ap p r a isa l o n  a co lle ag u e
6
w it h o u t  t r a in in g ,  w h ich  is r e f r esh ed  regu lar ly .  An d  f r om  t im e  t o  t im e  sp ecif ic  
t r a in in g  in , f o r  exam p le ,  equa l o pp o r t u n it ies,  is p rov id ed  i f  it  seem s,  as it  o f t en  
does,  t h a t  e t h n ic  m in o r it ies g e t  a r ough  deal a t  an n ua l ap p ra isa l t im e.
Bu t  l in e m an agem en t  is a long  w ay  f rom  lead ersh ip ,  isn 't  it ? As it  h ap pen s t h e  
Dep a r tm en t  in t r o d uced  a Leadersh ip  and  Man agem en t  Prog ram m e sh o r t ly  b efo re 
t h is r esearch  st ar t ed  so  t h e  t im in g  o f  t h is r esearch  w as p e r fe ct  in b e in g  ab le  t o  ask  
p eop le  ab o u t  t h e ir  e xp e r ien ce  o f  leadersh ip  t r a in in g  and  assessin g  t h e  e x t en t  t o  
w h ich  it  m ade  sen se  t o  t h em .  Ch ap t e r  5 ex p lo res t h is t e r r it o r y .
T h e  k e y  issu e  -  t h e  co n t r ib u t io n  t o  k n ow le d g e  a n d  p r o f e ssio n a l  p r a ct ice
Bu t ,  o f  cou rse,  it  is w h a t  t h e  data say s t h a t  is im po r t an t .  T h e  u n d er ly in g  issue  
h e re  is w h a t  does t h e  t erm  ' le ad e r sh ip ' m ean  t o  civ il se r v an t s,  w h o  a r e  exp ect ed  t o  
d em on st r a t e  lead ersh ip  on  a d ay - t o -d ay  basis.  Hav ing  est ab lish ed  t h a t  -  t o  
w h a t ev e r  ex t en t  p roves p ossib le  -  w h a t  can  w e  d raw  f r om  t h a t  k n ow led ge  t h a t  w ill 
im p ro ve  p ro fession a l p ract ice ,  and  w h a t  can  w e  say  ab ou t  it  in  t e rm s o f  lead ersh ip  
t h eo r y  in  o rg an isa t io n s o f  all k inds.  T h is is d ev e lop ed  m ore  f u l ly  in  Ch ap t e r  2.
T h e  st r u c t u r e  o f  t h is t h e sis
Th is t h esis is ab o u t  h ow  peop le m ake  sen se  o f  leadersh ip .  Ch ap t e r  2  d iscu sses t h e  
essen t ia l p h ilosoph ica l and  p ract ica l u n derp in n in g  f o r  t h e  t h esis as a w h o le .  T h is  
w as bo t h  an  en o rm ou s learn ing  cu rve  f o r  m e p e rso n a lly  an d  one  o f  t h e  m ost  
in t e rest in g  a reas t o  exp lo re.  Hav ing  d ecided  t o  r esearch  in t o  lead e rsh ip  I  f i r st  
w o rked  b ackw ard s and  ou tw ard s t o  t h in k  b road ly  ab o u t  o n t o lo g y  and  ep ist em o lo g y  
( w o rd s n ew  to  m e t h en )  and  t h en  f o rw ard s and  inw ard s t o  f o cu s on  m et h ods.  I  
k n ew  t h a t  q u est io n n a ires w ou ld n 't  d o  f o r  m e as a research  m et hod  b u t  I  d id n 't  
k n ow  w hy .  I  d o  now .
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One  m a j o r  p o in t  f o r  m e, and  on e  t h a t  has in f lu en ced  t h a t  ch ap t e r ,  is m y  u nease 
ab o u t  labe llin g  m y se lf  as be ing  in one  box, t h eo re t ica l ly ,  r a t h e r  t h an  ano th er .  So ,  
a lt h ou gh  f o r  t h e  p u rp o ses o f  t h is w o r k  I  f in d  m y se lf  a cr it ica l t h e o r ist  u sin g  an 
h e rm en eu t ic  ap p roach ,  and  I  am  v e r y  com fo r t ab le  w it h  t h a t ,  I  d o  in clu d e  a 
d iscu ssion  t o  ex p lo re  asp ect s o f  p o stm odern ism  w h ich  a re  in t en d ed  t o  p ro voke in 
t h e  read er  som e q u est io n s ab o u t  t h e  dat a u n d er  exam in a t io n .  T h is  is n o t  j u st  an  
in d u lg en ce  on  m y  par t .  Hassard  ( 1 991 )  on ce  v iew ed  an  issu e  f r om  d if f e r en t  
t h eo re t ica l st an d po in t s and  fo u n d  t h a t  n o t  o n ly  d id  he ach ieve  d if f e r en t  r esu lt s,  bu t  
t h e  o rd e r  in  w h ich  he ad op t ed  d if f e ren t  p osit io n s a f f ect ed  h is r esu lt s.  Th u s,  I  t h in k  
w e  shou ld  be open  t o  a lt e rn a t iv e  ana ly ses.
I n  Ch ap t e r  3 , 1 d iscu ss som e est ab lish ed  lit e ra t u re  on  t h e  su b j e c t  -  it  is n o t  a 
com p reh en siv e  lit e ra t u re  rev iew  in t h e  classica l sen se  bu t  an  o ve rv iew  o f  som e 
w r it e r s '  t h o u gh t s -  t h en  com pare  t h a t  w it h  r e levan t  co rp o ra t e  lit e ra t u re ,  and  
d iscu ss t h e  h u n ch es t h a t  com e f r om  t h a t  p rocess.  T h e  h u n ch es a re  v e ry  
im po r t an t ;  t h e y  f o rm  t h e  basis f o r  t h e  in t e r v iew s,  t o  be co n f irm ed  o r  r e ject ed  in 
t h e  in t e r v iew s,  t h en  sup po r t ed  o r  n o t  by  ad d it io n a l l it e r a t u re  rev iew ,  and  t hu s, if  
p assin g  t h ese  t est s,  p rov id in g  t h e  f o u n da t io n s f o r  m y  con clu sion s.  So  m y  h u n ch es 
a re  t h e  on es t o  be t est ed .  As w e l l  see,  t h ey  w ill be m od if ied  by  ex p e r ien ce ,  bu t  
t h e y  a re  m ig h t y  im p o r t an t  and  w ill be in f lu en ced  by  m y  lea rn in g ,  and  p re ­
u n derst and in g .
I n  Ch ap t e r s 4 , 5 and  6  I  d iscu ss t h e  research  dat a and  beg in  t o  d raw  conclu sion s.  
T h e  d iscu ssion  is sep ara t ed  in t o  t h e  t h r ee  m ain  a reas o f  lead e rsh ip  as a sk il l,  
t r a in in g  in  lead ersh ip  and  civ il se r v ice  leadersh ip  and  Go v e r nm en t  M in ist e rs.  You  
w ill see  t h a t  m y  t h ree  o r ig in a l a reas o f  in t e rest  have been  m od if ied  by  t h e  research  
dat a b u t  m y  o r ig in a l ideas a re  st il l v e r y  m uch  t he re .  Bu t  t h e  ch ap t e r s f o l lo w  t h e  
dat a ra t h e r  t h an  m y  p re ju d ices.
My  con clu sion s,  and  m y  p e rson a l. r e f le ct io n s on  t h e  research  and  w h a t  m ig h t  be 
don e  t o  t a k e  t h e  w o rk  on ,  a re  in Ch ap t e r  7.
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N am e  o f  t h e  D e p a r t m e n t
I n  Ju n e  2007 ,  as t h is t h esis reached  it s f in a l d ra f t  st ag e ,  t h e  D ep a r tm en t  f o r  
Ed u ca t io n  an d  Sk il ls ( D fES) ,  w h ere  all m y  in t e r v iew s w e re  b ased ,  w as sp li t  and  
m erg ed  w it h  p a r t s o f  o t h e r  Depar tm en t s,  t o  f o rm  a n ew  d ep a r tm en t  o f  st at e.  I  
u se t h e  n am e D fES here as being  ap p rop r ia t e  t o  t h e  h ist o r y  o f  t h e  research .
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CH APTER  2
H OW  TH E R ESEARCH  W AS CARR I ED  O U T  
I n t r o d u ct io n
T h is  ch a p t e r  co v e r s a n um b e r  o f  im p o r t a n t  issu e s som e t im e s h an d led  sep a ra t e ly .  
Sin ce ,  h ow ev e r ,  each  in f lu e n ce s t h e  o t h e r s I  h av e  ch o sen  t o  d iscu ss t h em  t o g e t h e r  
b e cau se  t h a t  b e t t e r  d e sc r ib e s h ow  I  m ade  p r o g r e ss in  t h e  re sea rch .  T h e  issu es 
co v e r ed  a r e  t h e  re sea rch  q u est io n ,  m y  co n t r ib u t io n  t o  k n ow le d g e ,  t h e  co n t e x t  o f  
le a d e r sh ip  in  t h e  D ep a r tm en t ,  o n t o lo g y ,  e p is t em o lo g y ,  m e t h o d o lo g y  an d  m e t h od .  
H ead in g s w ill g u id e  t h e  reader .
Sum m a r y
I  d e c id ed  t o  co n d u c t  t h is  r e sea rch  in t o  le a d e r sh ip  in  t h e  c iv i l se r v ice  in  a 
h e rm en eu t ic  m an n e r  f r om  a cr i t ica l s t an d p o in t .  T h is  is a p p r o p r ia t e  b e cau se  I  
d id n ' t  a n t ic ip a t e  d isco v e r in g  p o sit iv is t ic  t r u t h s a b o u t  le ad e r sh ip  b u t  w a n t e d  t o  g a in  
a b e t t e r  u n d e r st a n d in g  a b o u t  h ow  se n io r  c iv il  se r v a n t s  u n d e r st o o d ,  an d  m ade  
se n se  o f ,  t h e  co n ce p t  in  t h e ir  e v e r y d ay  lives.  Ad d it io n a l ly ,  t h e  c iv il  se r v ice  is an  
e st a b lish ed  h ie r a r ch ica l s t r u c t u r e  w it h  p ow e r  r e la t io n sh ip s b e t w een  s t a f f in g  g r ad e s 
an d  b e t w een  s t a f f  an d  t h e  o r g an isa t io n  ( f o r  e x am p le  in  t h e  D e p a r t m e n t 's  u se  o f  
le a d e r sh ip  in  t e rm s o f  r ew a rd  an d  p rom o t io n )  in  w h ich  ' le a d e r sh ip '  is p a r t  o f  t h e  
d om in a n t  d isco u r se  b u t  n o t  d is t in c t ly  d e f in ed  an d  t h is  a p p r o a ch  f a c i l i t a t e s  a 
d iscu ss io n  on  t h a t  p o in t .  Fin a lly ,  m y  su b j e c t iv it y ,  an d  t h a t  o f  t h e  in t e r v iew ee s,  is a 
c ru c ia l e lem en t  t o  r e co g n ise  in  e va lu a t in g  t h e  d a t a  an d  r e ach in g  co n c lu s io n s,  an d  
t h a t  r u les o u t  som e  o f  t h e  m e t h o d o lo g ica l o p t io n s.
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Th is had  a n um b er  o f  bene f it s.  T h ose  being  in t e r v iew ed  d id  m o re  t h an  j u s t  
co n t r ib u t e  dat a;  t h e y  sh aped  t h e  d ir ect ion  o f  t h e  research  bo th  d ir e ct ly  ( b y  
co n f irm in g  o r  r e j ect in g  m y  h u n ches o r  su ggest in g  n ew  on es)  an d  in d ir ect ly  ( by  
f o cu ssin g  t h e ir  r ep lies on  p a r t icu la r  asp ect s o f  t h e  a r eas u n d er  d iscu ssion ) ,  and  
t h u s u n d er lin in g  t h e ir  ow n  in t e rp re t a t io n  o f  lead ersh ip  and  in d ica t in g  w h ich  asp ect s 
o f  lead ersh ip  w e re  im po r t an t  t o  t hem .
How ever ,  it  is n ecessa ry  t o  con sid e r  data co llect ed  in t h is m an n e r  as h ig h ly  
co lou red  by  t h e  socia l co n st r u ct s o f  t h e  in d iv id u a ls co n ce rn ed  and  b y  t h e  
in t e r v iew e r 's ow n  su b j ect iv it y .  So ,  co n clu sion s a r isin g  f r om  t h is ap p roach  m u st  be 
t r ea t ed  as one , on ly ,  o f  m an y  p ossib le  v iew s,  b u t  t h e y  ca r r y  t h e  au t h o r it y  o f  t h e  
w e ig h t  o f  t h e  in t e r v iew ees and  research er  and ,  if  su p p o r t ed  acr o ss t h e  research  
dat a,  con c lu sion s can  be regarded  as re liab le enough  t o  w a r r an t  se r io u s 
con sid e ra t io n  as in f lu en ce rs o f  ch an g e  in t h e  w o r k  p lace.
T h e  r e se a r ch  q u e st io n
Th is t h esis loo ks a t  h ow  civ il se r van t s in t h e  Depa r tm en t  f o r  Ed u ca t io n  and  Sk ills 
(D fES)  m ake sen se  o f  t h e  Depar tm en t 's u se o f  t h e  t e rm  ' le ad e rsh ip '.  'Le ad e r sh ip '  is 
a sp ec if ic  issue,  bo th  in t e rm s o f  t h e  ove ra ll v isio n  f o r  t h e  civ il se r v ice  as a w h o le  
se t  b y  t h e  Cab in e t  Secre t a r y ,  and  r ig h t  t h r ou g h  t o  d ay - t o -d ay  p e r f o rm an ce  
m an ag em en t  in t h e  DfES. T h e  in t e rp re t a t io n  o f  t h e  D epa r tm en t 's lead e rsh ip  
d isco u rse  has a d ir e ct  e f f ect  n o t  o n ly  on  p o lic ies t h a t  a f f e c t  t h e  g en e ra l p u b lic,  and  
on  v a lu e  f o r  m on ey  f o r  t h e  t ax -p ayer ,  b u t  a lso  on  in d iv id u a l m em b e rs o f  s t a f f 's '  
p rom o t io n  ch an ces and  p er fo rm an ce  assessm en t s ( w h ich  lin k s t o  pay) ;  an d  each  
in d iv id u a l's ow n  su b j ect iv e  in t e rp re t a t ion  a f f e ct s t h e  w o rk in g  liv es o f  t h e ir  
su b o rd in a t es in  t h e  sam e w ay .  As w e  w ill see  in  Ch ap t e r  3 , t h is  is n o t  j u s t  
rest r ict ed  t o  an  assessm en t  o f ' le a d e r sh ip '  as a sin g le  com p et en cy ,  b u t  it  a f f e c t s all 
com p e t en cies u sed  b y  t h e  Depar tm en t  f o r  r ecru itm en t ,  se lec t io n ,  p rom o t io n  and  
p e r fo rm an ce  assessm en t .
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I n  t u rn ,  t h is a f f e ct s h ow  t h e  Depa r tm en t  w o rk s in t e rn a lly  an d  w it h  o t h e rs,  h ow  it  
se t s st r a t eg y  and  p lan s act io n s,  and  t h e  e f f e ct iv en ess and  e f f ic ie n cy  w it h  w h ich  it  
d e liv e r s w h a t  M in ist er s,  and  t h e  pub lic,  w an t s.
I t  cou ld  h a rd ly  be m o re  im po r t an t ,  t h e re fo re ,  t o  k n ow  how  t h e  t e rm  is u n derst ood  
and  u sed ,  and  w h e t h e r  t h e re  is a com m on  u n d erst an d in g ,  o r  a v a r ie t y  o f  d if fe r in g  
* in t e rp re t a t io n s.  On  t h e  f ace  o f  it ,  a sin g le  in t e rp re t a t io n  w o u ld  m ax im ise  t h e  
e f f ec t iv en ess o f  t h a t  o n e app roach  t o  lead ersh ip ,  f o r  g ood  o r  ill,  b u t  m ig h t  p u t  a t  
r isk  in n ova t io n ,  crea t iv it y ,  f lex ib il it y  and  d ive rsit y ;  b u t  m u lt ip le  in t e rp re t a t io n s r isk  
co n fu sion ,  w ast e ,  p oo r  u se o f  r esou rces and  lack  o f  d e liv e r y  o f  o b j ect iv es.  Th e  
research ,  t h e re fo re ,  w ill seek  t o  an sw er  t h e  q u est io n ,  'h ow  do  sen io r  D fES st a f f  
u n d erst an d  lead ersh ip  in  t h e ir  w o rk  con t ex t ,  and  h ow  d oes t h is  a f f e c t  t h e  w ay  t h ey  
w o rk ?'
Con t r ib u t io n  t o  k n ow le d g e
T h e re  is no  p ub lish ed  research  dea lin g  w it h  t h is p a r t icu la r  q u est io n ,  a lt h ou gh  
st u d ies b y  t h e  Cab in e t  O f f ice  ( PI U  2000)  and  in t erna l D fES t r a in in g  and  
d ev e lo pm en t  p rog ram m es a t t em p t  t o  d escr ib e  and  su g g est  w ay s o f ' im p r o v in g '  o r  
's t r e n g t h en in g '  leadersh ip  in  t h e  civ il ser v ice .  Ne it h e r  is t h e r e  a n y  d iscu ssion  o f  
h ow  civ il se r van t s in t e rp re t  and  t h en  ap p ly  t h e  co n cep t  o f  lead ersh ip .  T h is  r esearch  
b eg in s t o  f ill t h e  g ap  d ir e ct ly  and  com pares lead ersh ip  in t h e  c iv il se r v ice  w it h  
ex ist in g  t h eo r ies o f  leadersh ip  in t h e  acad em ic lit e rat u re.  I t  f o cu ses on  ( a)  w h a t  
d o es lead e rsh ip  in  t h e  civ il se r v ice  m ean ,  ( b )  t h e  im p lica t io n s o f  t h is  f o r  lead e rsh ip  
t r a in in g  and  ( c)  h ow  do  civ il se r van t s and  M in ist er s ex e rc ise  lead e rsh ip  w h en  t h ey  
w o rk  t o g e t he r .  Ad d it io n a lly ,  com par ison s a re  d raw n  be tw een  lead e rsh ip  in  t h e  
ch an g in g  civ il se r v ice  and  in ch an g in g  o rg an isa t io n s m ore g en era lly .  Fin a lly ,  bu t  
n o t  least ,  t h e  research  d raw s som e  con clu sion s ab o u t  p ro fession a l p ract ice  in  t h e  
civ il se r v ice  and  how  t h a t  can  be d eveloped .
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Le a d e r sh ip  in  t h e  D e p a r t m e n t
Befo re  I  can  d iscu ss ph ilo soph ica l and  m et h odo log ica l ch o ices it  is n ecessa ry  t o  
u n d erst an d  t h e  n at u re  and  co n t ex t  o f  lead ersh ip  in  t h e  Depar tm en t .  T h is sect io n  
ou t lin es t h e  posit ion .  A  f u lle r  d escr ip t io n  o f  lead e rsh ip  in t h e  Depa r tm en t  and  a 
d iscu ssion  on  h ow  it  com pares w it h  t h eo r ies in lit e ra t u re  can  be f o u n d  in 
Ch ap t e r  3.
T h e r e  a re  m an y  re fe ren ces t o  leadersh ip  in  t h e  D fES and  t h e  c iv il se r v ice  g en e ra lly  
w h ich  m ig h t  help  u s id en t if y  w h a t  t he  t erm  m eans co r p o r a t e ly  in  t h o se  
o r g an isa t io n s,  o r  a t  least  h ow  it  is app lied  o r  m easu red .  T h e  D fES " Com p e t en cy  
Gu id e "  ( D fES 2001 )  se t s o u t  f iv e  com pet en cies f o r  s t a f f  w h ich  " . . .  d escr ib e  h ow  w e  
sh ou ld  do  o u r  j o b  and  h ow  w e  sh ou ld  ach ieve  o u r  o u t p u t s r a t h e r  t h an  w h a t  t h e  
t a sk s o r  o u t p u t s t h em se lves act u a lly  are.  T h e y  a re  a se t  o f  w o rk in g  b eh av iou r s ..."  
Fo r  t h e  f i r st  t im e,  t h e  Depa r tm en t  h as se t  g en era l com pe t en cies f o r  st a f f ,  r a t h e r  
t h an  d if f e r en t  com p e t en cies f o r  d if f e r en t  g rades. T h e  f if t h  o f  t h e  f iv e  
com pe t en cie s is ca lled  Lead ing  and  Man ag ing  O t h ers,  and  it  is w o r t h  se t t in g  o u t  
t h e  d e f in it io n  g iven :
" y o u  g e t  t h e  b est  o u t  o f  p eop le  by  g iv in g  c lea r  d ir ect io n ,  o f f e r in g  su p po r t  
and  en cou rag em en t ,  t r ea t in g  ev e r yon e  f a ir ly  and  va lu in g  d iv e r sit y "  ( D fES 
2 00 1 ) .
T h e  Depa r tm en t  is c lea r  w e  a re  d ea lin g  h ere w it h  b eh av iou rs ra t h e r  t h an  
p e rson a lit y ,  t h a t  leadersh ip  is ab o u t  v isio n ,  d ir ect io n  and  su p p o r t ,  an d  t h a t  t h e r e  is 
a m oral o r  e t h ica l d im ension .  I t  a lso  c lea r  t h a t  lead e rsh ip  is ab o u t  w h a t  t h e  leader  
d oes t o  help  o t h e r s ach ieve  ou t com es as w e ll as ach iev in g  g o a ls t h em se lv es.  .
T h is  g u id e  w as t o  be rep laced  in  Ap r il 2 006  by  a cro ss-W h it eh a ll in it ia t iv e  ca lled  
Pro fessiona l Sk ills f o r  Governm en t ,  w h ich  ap p lied  t o  a ll g r ad es and  ab o v e  in e v e r y  
Gov e rnm en t  Depar tm en t .  T h e  n ew  ap p roach  re t a in s lead er sh ip  as a co re
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com pe t en cy  a rou nd  w h ich  o t h e r  sk i l ls  a re  p laced ,  and  d e f in es in  t e rm s o f  r esu lt s 
( im pact ,  im p ro vem en t  and  eng ag in g  st akeh o ld e rs) ,  d ir ec t io n s ( v isio n ,  se izin g  
o p p o r t u n it y  and  d ecisio n  m ak in g ) ,  cap ab ili t y  ( in novat io n ,  g e t t in g  t h e  b est  f rom  
ev eryon e ,  and  g row in g  f rom  exp er ien ce)  and  in t eg r it y  ( se lf  aw a ren ess,  con f id en ce  
and  t eam  w o rk in g )  ( D fES 2007) .
T h e  D fES com pe t en cy  g u id e  is n o t  t h e  on ly  t ex t u a l sou r ce  f r om  w h ich  w e  can  
u n d erst and  b e t t e r  w h a t  is m ean t  b y  t h e  t erm  lead ersh ip  in  t h e  c iv il se rv ice .  I n  
au t um n  1999, t h e  p e rm an en t  h eads o f  t h e  m ain  civ il se r v ice  d ep a r tm en t s m et  
u n d er  t h e  ch a irm an sh ip  o f  t h e  Sir  Richard  W ilson ,  t h e  t h en  h ead  o f  t h e  civ il 
se r v ice ,  t o  d iscu ss civ il se r v ice  refo rm .  T h e ir  r ep o r t  w as se n t  t o  t h e  Pr im e  M in ist er ,  
and  p u b lish ed  on  15 Decem ber  1999  ( and  can  be f o u n d  on  t h e  Cab in e t  O f f ice  
w eb sit e ,  w w w .cab in e t - o f f ice .g o v .u k T  T h e  rep o r t  f o cu sed  on  six  k ey  t h em es o f  
w h ich  t h e  f ir st  w as leadersh ip ,  n ow  expan ded  in t o  t h e  p h rase  " s t r o n g e r  lead ersh ip  
w it h  a c le a r  sen se  o f  p u rpose" .  W ilson  w en t  on  " ... all st u d ies o f  su ccessfu l 
o rg an isa t io n s sh ow  t h a t  st ro n g  lead ersh ip  is essen t ia l t o  ach iev e  chan ge .  W e need  
lead e rs a t  all leve ls,  b u t  p a r t icu la r ly  a t  t h e  t o p ,  w h o  a re  act iv e ly  com m it t ed  t o  
t r an sfo rm in g  t h e ir  o rg an isa t io n s,  have a c le a r  sen se  o f  d ir ect io n ,  p u r p ose  and  
va lu es,  and  in sp ire  and  m o t iva t e  t h o se  t h ey  w o rk  w it h  . .."  (W ilso n  1999 : 2 ) .  H is 
d escr ip t io n  o f  w h a t  t h is m ean t  in clu ded  t h e  in t r o d uct ion  o f  a c iv il se r v ice -w id e  
v isio n  and  va lu es;  t h e  d e f in it io n  o f  lead ersh ip  q u a lit ies and  com p e t en c ie s and  t h e  
u se o f  t h ese  in  r ecru itm en t ,  t ra in in g  and  p rom o t io n ;  se lf - aw a ren ess as a key  
cr it e r io n  f o r  g ood  leadersh ip ;  and  co rp o ra t e  lead ersh ip  f o r  t h e  c iv il se r v ice  as a 
w h o le .  T h e re  is l it t le  h e re  t o  sh ow  t h a t  W ilson  and  t h e  o t h e r  p e rm an en t  
se cr e t a r ies had  in m ind  a t r u ly  rad ica l ch an g e  d esp it e  t h e  rhe to r ic.  Cer t a in ly  
n o t h in g  t h en  h as h appen ed  sin ce  in d ica t es a revo lu t ion  in t e rm s o f  lead e rsh ip  as a 
c iv il se r v ice  com pet en cy .  Bu t  t h e  c la r it y  o f  t h e  m essage  w as n ew  an d  t h e  p r im acy  
o f  ' le ad e r sh ip '  u n exp ect ed  bu t ,  I  t h in k  w e lcom e.  I t  g ave  p eop le  a f irm  g r ip  on  
w h a t  t h e  m ost  sen io r  Civ il Se rv an t s m ean t  in  t e rm s t h a t  cou ld  be  easily  ap p lied  t o  
an y  post .
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I n  t h e  D fES,  Sir  M ich ae l Bich a rd ,  t h en  Pe rm an en t  Se c r e t a r y ,  sa id  le a d e r sh ip  w o u ld  
" . . . f e a t u r e  m o re  s t r o n g ly  ... in  r e c r u it m en t  an d  p r om o t io n "  I n  a sp eech  t o  s t a f f  he 
sa id  " t e am s p r o d u ce  b e t t e r  so lu t io n s m o re  o f t e n  t h an  in d iv id u a ls.  Bu t  e f f e c t iv e  
t e am s r e q u ir e  p eo p le  t o  be f le x ib le  an d  t h e y  n eed  le ad e r s w h o  p ro v id e  a se n se  o f  
p u r p o se  an d  d ir e c t io n  w it h o u t  se e k in g  a lw ay s t o  im p o se  t h e ir  w i l l "  ( B ich a r d  1 999 ) .  
T h a t  su g g e st s  t h a t  le ad e r sh ip  is a b o u t  p u r p o se ,  ch an g e ,  d ir e c t io n ,  an d  v a lu e s an d  
ab o u t  m o t iv a t in g  su b - o r d in a t e s.  B ich a r d 's co n t r ib u t io n  b r in g s in  t e am s,  f le x ib i l i t y  
an d  t h e  n o t io n  t h a t  t h e  le ad e r  sh o u ld  n o t  a lw ay s lead .
A  t h ir d  so u r ce  is t h e  g o v e r n m en t  r ep o r t  " St r e n g t h e n in g  Le a d e r sh ip "  ( PI U  2 0 00 ) .  I t  
is a r e p o r t  w r it t e n  b y  a sm a ll g r o u p  o f  h ig h  f ly e r  c iv i l se r v a n t s  an d  e x t e rn a l 
co n su lt a n t s  on  w h a t  le ad e r sh ip  is o r  sh o u ld  be,  n o t  a b o u t  h ow  civ il  se r v a n t s  o r  
o t h e r s u n d e r st an d ,  an d  m ak e  sen se  o f ,  t h e  co n ce p t  o f  le ad e r sh ip .
T h e r e  can  b e lit t le  q u e st io n ,  t h e r e f o r e ,  t h a t  le ad e rsh ip ,  w h a t e v e r  is m e an t  b y  t h a t ,  
is o f  cen t ra l im p o r t a n ce  t o  t h e  c iv il se r v ice  in  g en e r a l an d  t h e  D fES in p a r t icu la r .  
W h a t e v e r  e f f e c t  it  h as,  it  h as a d ir e c t  b ea r in g  on  d e l iv e r in g  t h e  Go v e r n m en t 's  
ag en d a ,  an d  t h e  w o r k in g  liv es o f  c iv il se r v an t s in  D fES.  I t  is r e le v a n t  an d  u se f u l,  
t h e r e f o r e ,  t o  co n d u c t  r e sea rch  in t o  h ow  t h o se  w h o  a r e  m ean t  t o  lead ,  o r  in  t h is  
ca se  a p a r t icu la r  su b - se t  o f  t h a t  g ro u p ,  Sen io r  Civ il Se r v a n t s ,  u n d e r st a n d  w h a t  is 
m ean t  b y ' le a d e r sh ip '  an d  h ow  t h e ir  in t e r p r e t a t io n  o f  t h e  t e rm  co lo u r s  t h e ir  ow n  
an d  t h e ir  s t a f f s '  w o r k in g  lives.
O ve ra l l  a p p r oa ch  t o  t h e  r e se a rch  p ro ce ss
T h e r e  is a d an g e r  o f  p r e t e n d in g  t h a t  t h is  r e sea rch  f o l lo w ed  a n ea t  c o u r se  f r om  A  t o  
Z  t h a t  can  be co n v e n ie n t ly  lab e lled  in  s im p le  a cad em ic  t e rm s.  T h e  in t r o d u c t io n  t o  
t h is  ch ap t e r  m ig h t  g iv e  t h e  r ead e r  t h e  im p r e ssio n  t h a t  I  se t t le d  a t  o n ce  in t o  a c le a r  
e p ist em o lo g ica l an d  m e t h o d o lo g ica l p a t t e rn  t h a t  w a s p la in ly  t h e  m o st  a p p r o p r ia t e  
f o r  t h is  r e sea rch .  I  d id n 't .  I n  h o u rs an d  h o u rs o f  le c t u re s,  sem in a r s ,  le a rn in g  
g r o u p  d iscu ss io n s,  an d  y e a r s o f  r ead in g ,  t w o  t h in g s b e cam e  a p p a r e n t .  Fir st ,
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desp it e  m an y  peop le  a t t em p t in g  t o  c la r if y  m a t t e r s b y  b ox in g  up  id eas and  g iv ing  
t h e  b oxes labe ls,  t h e  boxes leaked  bad ly  and  t h e  labe ls w e r e  u n re liab le ;  o n e  
p e rson 's box  labe lled  " r e a l ism "  m ay  n o t  be t h e  sam e as an o t h e r  p e rson 's w it h  t h e 
sam e label ( Joh n son  and  Du ber ley  2000 : 148 ) .  Secon d ,  b y  a t t ach in g  even  t h e  
m o st  r e liab le  labe ls t o  a box, o n e  is a t t ach in g  n o t  a sim p le  an d  ag reed  
p h ilo sop h ica l and  p ract ica l d e f in it ion  o f  ap p roach  b u t  in st ead  is a t t ach in g  a 
con f u sed  and  con fu sin g  se t  o f  id eas and  v a lu es w h ich  a re  t h en  co lou red  by  t h e  
read er 's ( and  t h u s f r om  t h e  au t h o r 's p o in t  o f  v iew ,  u n kn ow n )  se t  o f  v a lu es and  
p resum p t io n s.
Fo r  exam p le ,  if  I  sa id  t h is w as a p osit iv ist  o r ,  w it h  less ce r t a in t y  o f  ag ree in g  w it h  
t h e  read er  ab o u t  d e f in it io n s,  a p o stm odern  t h esis,  t h en  it  w ou ld  be t h e  read er 's 
su b j e ct iv e  in t e rp re t a t io n  o f  t h o se t e rm s t h a t  co lou red  t h e ir  u n d er st an d in g  o f  m y, 
su b j ect iv e ,  r esearch .  On e  can  o f  cou rse  assum e a ce r t a in  leve l o f  ag r eem en t  
ab ou t  t e rm s,  b u t  an  assum p t io n  is o n ly  that :  it  d o esn ' t  co n fe r  ab so lu t e  ag reem en t  
and  u n d erst an d in g .  On  t op  o f  t h a t ,  even  t h e  t e rm s I  d o  u se w it h  som e  co n f id en ce  
do  n o t  m ap  exact ly  f r om  t ex t b oo k  t o  m y  w or ld .  So  if , f o r  exam p le ,  I  u se t h e  t e rm  
'cr it ica l t h eo r y '  t h en  I  d o  no t  exp ect  m y  in t e r p re t a t io n  o f  it  t o  co in cid e  ab so lu t e ly  
w it h  an y  sin g le  o t h e r  in t erp re t a t io n .  T h a t  is a g enera l st a t em en t  o f  m y  f ee lin g s 
ab ou t  ep ist em o log ica l labels.  Th er e  is no  ab so lu t e  ce r t a in t y  a b o u t  t e rm s b ecau se  
o f  in ev it ab le  su b j ect iv e  b ias;  b u t  t h e r e  is enou gh  t h a t  is ag reed  t o  a ssum e  a 
su f f ic ien t ly  o b j ect iv e  on t o log y  t o  en ab le  u s t o  m ake  p rog ress on  t h a t  basis.  I  
w ou ld  rat her ,  t h e re fo re ,  avo id  labels:  b u t  a ccep t  t h a t  som e a r e  u se fu l,  o r  even  
n ecessary ,  in o r d e r  t o  g o  f o rw ards.
Le t  m e g iv e  you  som e exam p les o f  bo t h  co n fu sion  and  o f  su f f ic ie n t  a g r eem en t  
f r om  t h e  lit e rat u re.  I t  is n o t  u n com m on  t o  f in d  t h a t  t h e  m om en t  o n e  w r it e r  has 
se t  o u t  a d e f in it io n  o f ,  o r  d escr ib ed  h ow  t o  u se,  an  ap p r oach ,  som eon e  e lse  w ill t o  
som e  ex t en t  d isag ree ;  t h a t  a f t e r  all is t h e  b asis on  w h ich  p ee r  r ev iew  w o rk s so  it  is 
p a r t  o f  t h e  acad em ic w o r ld  t o  do  so. I n  som e cases ( eg  t h e  d iscu ssio n  on  
h e rm en eu t ics and  Mad ison  in A lv esson  and  Sko ld b erg  2 00 0 : 59  e t  seq ) ,  w r it e r s
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adm it  t h is con fu sion ,  c it e  a lt e rn a t iv e  ex p lan a t io n s,  say  t h a t  t h e  o t h e rs t h e y  cit e  
h ave  g o t  i t  w ron g  an d  t h en  im p ly  t h a t  t h ey  d o  n o t  k now  t h em se lv e s w h a t  t h e y  are 
do ing !  Par t  o f  t h is m ay  be d u e  t o  t h e  com p ara t iv e  you t h  o f  m an ag em en t  r esearch  
w h ich  m ean s t h a t  t h e re  h as n o t  y e t  been  t im e  t o  h am m er  o u t  an  ag reed  lan g uage 
st ron g  en ou gh  t o  b ecom e t h e  d om in an t  d iscou rse ,  a lt h o u g h  h e rm en eu t ics is h a rd ly  
a n ew  ap p roach .  Bu t  t h e r e  is no  ag reed -b y -a ll n a r ra t iv e  on  ep ist em o lo g y  and  
m et h odo log y ,  no sin g le  sou rce  o f  d e f in i t io n s o f  a lt e rn a t iv e  ap p ro ach es,  d esp it e  t h e  
com m on  cu r ren cy  o f  t h e  t e rm s em p loyed .  Gou ld in g  ( 1 99 9 : 8 62 )  m akes t h e  p o in t  
t h a t  n o t  o n ly  is t h e r e  " .. .  a q u agm ire  o f  co n t r ad ict io n s and  co n f lic t in g  
m e t h o do log ies . . ."  b u t  t h a t " . . .  sim p ly  id en t if y in g  and  se lect in g  t h e  o n e  t h a t  is r ig h t  
bo t h  [ f o r  t h e ]  r esearch er  and  t h e  p rob lem  a t  h and  is ch a llen g e  en o u g h  . . . "  w it h o u t  
w o r r y in g  t o o  m uch  ab o u t  t h e  q u agm ire  it self .
So ,  as Gou ld in g  su g gest s ( 1 999 : 861 ) ,  f id e lit y  t o  t h e  p h en om ena  u n d e r  st u d y  
seem s a t  least  as im po r t an t  a d r iv e r  in  ch oosin g  a m e t h o do log y ,  w h a t e v e r  t h e  
u n d erp in n in g  p h ilo sop h ica l a rgum en t s.  An d  I  w ou ld  add  t h a t  a DBA t h esis,  w it h  it s 
dual a im s o f  b e ing  bo th  acad em ic and  p ract ica l,  m u st  g ive  as m uch  a t t en t io n  t o  
t h e  la t t e r  as t h e  f o rm er .  I t  w ou ld  be p ossib le  t o  com pa r tm en t a lise  t h e  t h esis so  
t h a t  t h e  p ract ica l e lem en t s can  be sep ara t ed  f r om  t h e  a cadem ic and  f o r  som e t h a t  
m ig h t  be a p ragm at ic t h in g  t o  do. Bu t  t h e  r ich n ess o f  t h e  ad d ed  u n d e rst an d in g  
t h a t  t h e  on t o log ica l and  ep ist em o log ica l d eb a t e  g iv es t o  t h e  d iscu ssion  on  t h e  
p ract ica l r esearch  dat a sh ou ld  n o t  be lig h t ly  t h r ow n  aw ay .  I  w ou ld  ra t h e r  
p e rsu ade  p r act it io n e rs o f  t h e  va lu e  o f  t h e  acad em ic u n d erp in n in g ,  t h an  sp en d  a lo t  
o f  t im e  a t t em p t in g  t o  ev id en ce  it  f r om  t h e  w o rkp lace .
I n  w h a t  f o l low s,  t h e re fo re ,  I  w ill u se o t h e r s' t e rm s and  d e f in it io n s as accu ra t e ly  as 
I  can ,  k n ow in g  t h a t  t h e  read ers' u n d erst an d in g  m ay  d if f e r  f r om  m y  ow n .  Som e  
t h in g s a re  re la t iv e ly  c le a r  ( t h is r esearch  w as co n du ct ed  f r om  a h e rm en eu t ic  
ap p roach ,  an d  used  in t e r v iew  m ethods) ,  b u t  even  in say in g  t h a t  I  rea lise  t h a t  t h e  
read er  w ill h ave  t h e ir  ow n  ideas ab o u t  t h o se  t e rm s and  w ill h ave  p r eco n cep t io n s
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t h a t  co lo u r  t h e ir  v iew  o f  w h a t  I  am  say in g .  I  d o  n o t  a sk  t h e  r e a d e r  t o  j e t t iso n  t h e ir  
p r e co n ce p t io n s b u t  t o  r e co g n ise  t h e ir s  an d  t o  a l lo w  f o r  m in e .
Cr o t t y  ( 1 9 9 8 )  su g g e st s  t h a t  a r e sea r ch e r 's  p r o ce ss h as f o u r  e lem en t s,  
e p ist em o lo g y ,  t h e o r e t ica l p e r sp ec t iv e ,  m e t h o d o lo g y ,  an d  m e t h o d ,  w h ich  a r e  
n e ce ssa r y  t o  d ea l w it h  t h e  q u e st io n s ab o u t  t h e  m e t h o d s t o  b e u sed  in  t h e  re sea rch  
an d  t h e  j u s t i f ica t io n  o f  t h em .  Cr o t t y  v a r io u s ly  s t a r t s  w it h  t h e  f i r s t  o r  t h e  la st  in  h is 
l ist ,  an d  w o r k s f o rw a r d s o r  b ackw a rd s,  so  h e  c le a r ly  d o e s n o t  t h in k  it  m a t t e r s 
w h ich  en d  o n e  st a r t s f r om  an d  n o r  d o  I . W h a t  is im p o r t a n t  is t h a t  t h e  o v e ra ll 
p a ck ag e  h an g s t o g e t h e r  p r o p e r ly  an d  t h a t  t h e  p ack ag e  is r e co g n ise d  b y  t h e  re ad e r  
as a v a lid  an d  r o b u st  b asis f r om  w h ich  t o  co l le c t  an d  e v a lu a t e  r e sea r ch  d a t a  an d  
d r aw  co n c lu sio n s.
O n t o lo g y  -  t h e o r e t ica l  p e r sp e ct iv e
A t  a d a y - t o - d a y  lev e l,  f o r  t h e  v a st  m a j o r it y  o f  m an k in d ,  o n t o lo g y  is n o t  som e t h in g  
t o  w o r r y  ab o u t .  I t  m a t t e r s n o t  t h a t  p h i lo so p h e r s h av e  b een  w r e st l in g  w it h  
p ro f o u n d  q u e st io n s a b o u t  w h a t  co n st i t u t e s ' t r u t h '  an d  h ow  t h is  im p a c t s  on  d a ily  
l if e.  Peo p le  g e n e r a lly  d o  n o t  ca re  w h e t h e r  t h e r e  a r e  b r o ad ly  t h r e e  m a in  sch o o ls  o f  
t h o u g h t  o r  h u n d re d s.  Fo r  m o st  p eo p le ,  com m on  sen se  an d  le a r n in g ,  in  t h e  w id e st  
sen se ,  w ill g e t  t h em  t h r o u g h .  T h e y  a r e  n o t  aw a r e  t h a t  e p is t em o lo g y  an d  o n t o lo g y  
can  be u sed  t o  a n a ly se  an d  b r in g  som e  u n d e r st a n d in g  t o  t h e ir  w o r ld s.  T h e y  d o  
n o t  u se  t h e se  t e rm s.  Fo r  m o st  p eo p le ,  m o st  o f  t h e  t im e ,  ' t r u t h '  is com m o n  sen se .
T h is  is n o t  a casu a l m a t t e r .  Lew is W o lp e r t ,  a b io lo g ist ,  su g g e st s  a la ck  o f  in t e r e st  
in  t h e  su b j e c t  m ay  n o t  m a t t e r  m u ch  a t  a ll.  T h e  p o in t  is n o t  t h a t  w e  k n o w  t h e  r ig h t  
a n sw e r  t o  som e t h in g ,  b u t  t h a t  w e  h av e  an  a n sw e r  t h a t  sa t is f ie s  us. Fie sa y s t h a t  
a ll cu lt u r e s b e l ie v e  in  id eas f o r  w h ich  t h e r e  is no  real e v id e n ce ,  an d  t h a t  p eo p le  
h av e  a f u n d am en t a l n eed  t o  m ak e  sen se  o f  t h e ir  l iv e s,  t h a t  " w e  h a t e  u n ce r t a in t y ,  
an d  t h a t  f o r  m a j o r  lif e  e v en t s f in d  it  in t o le ra b le " .  He  g o es on  t o  su g g e s t  t h a t  t h is 
" . . .  m ay  be p a r t  o f  o u r  g en e t ic  m ak e - u p  b ecau se  [ su ch  b e lie f s]  a r e  a d a p t iv e "
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(W o lp e r t  1997) .  Fo r  t h e  laym an ,  b e l ie f  in  t h e  t r u t h  o f  t h e  Big  Ban g , o r  DNA,  is o u t  
o f  reach  ( b u t  n o t  im possib ly  so  sin ce w it h  a g r ea t  dea l o f  st u d y  h e  cou ld  
u n d erst an d  t h e  ev iden ce) ;  and  f o r  som e t h e  random  ch an ce  t h a t  is p ar t  o f  
Darw in 's t h eo r y  o f  evo lu t io n  is u n accep t ab le .  W o lp e r t  su g g est s t h a t  t h e  n eed  t o  
p ro v id e  exp lan a t io n s f o r  even t s d ro ve  m ank in d  t o  t h in k in g  ab o u t  m ak in g  
co n n ect io n s,  w h ich  in  t u rn  w as essen t ia l f o r  t h e  d e v e lo pm en t  o f  t o o l m ak in g  and  
m odern  m an . So  f o r  m ost  peop le  m ak ing  a con n ect io n  so  t h a t  w e  h ave  an  an sw er  
t o  f u n d am en t a l q u est io n s is m ore im po r t an t  t h an  hav ing  t h e  u n eq u ivo ca lly  r ig h t  
an sw er .
Bu t  f o r  t h o se  w h o  research ,  t h is is n o t  enough . I n  o r d e r  t o  f r am e  t h e ir  w o r k  and  
a llo w  t h e ir  p eers t o  co n sid e r  it s w o r t h ,  and  t h en  t o  have it  accep t ed  as a 
con t r ib u t io n  t o  k n ow led ge ,  it  is n ecessary  t o  h ave  a f o rm a l ep ist em o lo g y  t o  j u st if y  
t h e ir  m e t h od s and  resu lt s.  And  an yon e  co n du ct in g  o r  u sin g  research  n eed s t o  
u n d erst an d  t h e  ep ist em o log ica l and  on t o log ica l b asis b eh in d  it  in  o r d e r  t o  
u n d erst an d  t h e  c la im s t h a t  a re  be ing  m ade , and  t o  a ssess t h e ir  w o r t h .
I  have d iv id ed  t h e  m ain  on t o log ica l st an ces in t o  t h r ee  g r o u p s and  w ill s t a r t  by  
ex p la in in g  w h y  t h e  t h ir d  o f  t hem ,  cr it ica l t h eo ry ,  is ap p r o p r ia t e  f o r  t h is  st u d y .
Posit iv ism
Posit iv ism  is " . . .  t h e  d om in an t  p h ilo soph ica l st an ce  in a g r ea t  deal o f  o rg an iza t io n  
t h eo ry  . .."  (M cAu ley  e t  al 2 007 : 33 ) ,  and  t h u s i f  a r esear ch er  in t en d s n o t  t o  ad o p t  
t h a t  st an ce  it  is n ecessary  t o  exp la in  w hy .  T h e  cen t ra l co re  o f  p o sit iv ism  is a b e lie f  
t h a t  t h e  w o r ld  ex ist s in  an  ob j ect iv e  sen se  and  t h a t  o n e  can  in t e rac t  w it h  it  
o b j ect iv e ly  and  neu t rally .  T h a t  is, o n e  can  g a t h e r  em p ir ica l d a t a  w it h o u t  
in t e r f e r in g  w it h  t h e  m at t e r  u n d er  in vest ig a t ion .  T h is a llow s t h e  e st ab l ish m en t  o f  
t h eo r ies t h a t  can  be p roved  o r  d isp roved .  On ce  p ro ved ,  t h e y  a re  ' t r u e '.
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Th is w o rk s f in e  in  som e  cases.  T o  t ake  a sim p le  exam p le ,  it  w o rk s w e ll a t  t h e  level 
o f  b o ilin g  w at er .  I f  y ou  bo il w a t e r  a t  sea level a t h e rm om e t e r  w ill r eg ist e r  100 
d eg rees Ce lsiu s.  T h is can  be rep lica t ed  as o f t en  as on e  w ish es.  I f  y ou  go  up  a 
m oun ta in  t o  r ep ea t  t h e  ex p er im en t ,  and  p u t  a lid o n  t h e  w a t e r  v e sse l,  t he 
e x p e r im en t  w ill y ie ld  a d if f e ren t  r esu lt ,  b u t  t h ese  d if f e r en t  r e su lt s a r e  again  easy  t o  
r ep licat e.  W e have sim p le  posit iv ist ic  t r u t h s w h ich  w o rk s w e ll in  ev e ryd ay  life. Bu t  
t h a t  isn 't  t h e  w h o le  st ory .
T h e  h ist o r y  o f  p h ilo so p h y  is l it t ered  w it h  ex am p les o f  in d iv id u a ls w h o  have  fo u n d  
f a u lt  w it h  t h e  p roo fs o f  t h e ir  p red ecesso rs,  and  have su p p lied  p roo f s o f  n ew  t r u t h s 
o f  t h e ir  ow n .  T h is  is n o t  a n ew  t r u t h  b u ild ing  on  o ld ,  it  is a r e j e ct io n  o f  t h e  o ld .
On  t h e  su b j e c t  o f  im m o r t a lit y  and  t h e  ex ist en ce  o f  God ,  St  T h om as re j ect ed  
An se lm 's p roo fs,  and  Kan t  r e j ected  Descar t es';  and  q u an t um  p h ysics u n rave lled  
m an y  o f  t h e  f o rm e r  ce r t a in t ies o f  c lassica l ph ysics.  Som e t im es n ew  p roo fs 
com p le t e ly  o ve r t u rn  o ld  id eas ( f o r  exam p le  Kepp le r  on  t h e  ea r t h  m ov in g  round  t h e 
sun ) .
So  one ob j ect io n  t o  p osit iv ism  is t h a t  even  ' t r u e '  t h eo r ies a re  b y  no  m eans im m une  
t o  a t t a ck  and  even t u a l d isp roo f ,  so  on e  can  leg it im a t e ly  a sk  w h y  a p r esen t  t r u t h  
shou ld  be p r iv ileged  and  accep t ed  as r igh t .  An o t h e r  o b j ect io n  is t h a t  t h e  co n cep t  
o f  n eu t ra l o b se rva t io n  h as com e u n der  assau lt .
Ph y sic ist s w o rk in g  in  t h e  f ie ld  o f  q uan t um  m ech an ics h ave  u n d e rm in ed  t h e  co n cep t  
o f  n eu t ra l o b serva t ion .  He isen berg 's u n cer t a in t y  p r in cip le  is o f t en  c it ed  as t h e  
m easu re  t h a t  p u t s t h e  issu e  beyond  d o u b t  ( a lt h ou gh  Ball 2003 :  118 w ou ld  
d isag ree ) .  Bu t  t h e re  is a m uch  m ore excit in g  ex am p le  t h a t  sh ow s n o t  o n ly  t h a t  t h e  
o b se rv e r  can  in f lu en ce  rea lit y  b y  se t t in g  o u t  t o  m easu r e  o n e  f a c t o r  r a t h e r  t h an  
an o t he r ,  bu t  t h e y  can  in f lu ence rea lit y  w h ils t  an  e x p e r im en t  is t a k in g  p lace. T h u s 
t h e y  a re  in  t h e  ex p e r im en t  n o t  m ere ly  ob serv in g  it.
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For  a f u ll ex p lan a t io n  see  Gr ib ben  ( 1 984 : 163  e t  seq ) ,  b u t  in  sh o r t ,  t h e  exp er im en t  
ap p ears t o  d em on st r a t e  t h a t  e lect ron s 'k n o w ' w h en  t h ey  a re  be ing  w at ch ed .  Th e  
ap p a ra t u s es sim p l ic it y  it se lf ,  an  e lect ron  g un  f ir in g  a t  a screen .  Be tw een  t h e  gun  
and  t h e  screen  t h e r e  is b a r r ie r  w it h  t w o  h o les t h a t  can  be op en  o r  c losed .  I f  o n ly  
one  h o le is o pen ,  t h e  e lect ron s p ass t h r ou g h  it  and  on  t h e  scr een  t h e y  a re  seen  as 
a p ile  co n cen t ra t ed  im m ed ia t e ly  b eh ind  t h a t  ho le.  I f  bo t h  h o les a re  open ,  t h e  
e le ct r o n s a re  seen  as a sin g le  p ile,  sp read  o u t  m ore w id e ly  t h an  b e fo re ,  w it h  it s 
p eak  m id -w ay  be tw een  t h e  t w o  ho les.  Th u s w it h  on e  h o le op en  t h e  e lect ron s 
b eh ave  as pa r t ic les;  w it h  bo t h  open  t h ey  b ehave  as a w ave .  I f  o n e  h o le  is le f t  
o pen ,  and  t h e  o t h e r  is o pen  and  closed  a t  d if f e r en t  t im es,  t h e  screen  w ill see  t h e  
e le ct ro n s beh av in g  as p a r t ic les o r  a w ave  as ap p rop r ia t e .
How ever ,  it  is p o ssib le  t o  d e t e ct  w h ich  ho le t h e  e lect ron  p asses t h rou g h .  I f  on e 
looks, each  e lec t ron  is a t  o n e  ho le on ly ,  n ever  bo t h ,  even  if  b o t h  a re  open ;  and  if  
o b se rved ,  t h e  e lect ro n s a lw ays beh ave  as p a r t ic les,  n ev er  as a w ave .  I n  som e 
sen se ,  t h e re fo re ,  t h e  e lect ron  'k n ow s'  w h en  it  is be ing  ob served .  W hen  ob served ,  
t h e  w av e  f u n ct io n  co llap ses in t o  a par t icle;  w h en  u n ob served ,  t h e  e lect ron  keeps 
it s o p t io n s open .  T h e  ob se rv e r  is t h u s pa r t  o f  t h e  ex p er im en t .  A lt h o u g h  t h is is a 
r a t h e r  sp ecia l ist  e xam p le  it  t h row s in t o  d o u b t  t h e  neu t ra l o b se rv a t io n  r eq u irem en t  
o f  posit iv ism .
An d  t h is can  be lin ked  t o  so cia l research .  A  p assion a t e  p ro p o n en t  o f  p o sit iv ism  in 
o rg an isa t io n a l r esearch ,  Lex  Dona ld son ,  u ses an o t h e r  ex am p le  f r om  a t om ic  ph ysics 
t o  su p po r t  t h e  u se o f  a p osit ive  on t o log y .  He says t h e  u se o f  b u b b le  ch am be r s t o  
p lo t  t h e  pat h  o f  p a r t ic les t o o  sm all t o  be d ir e ct ly  o b served  d em on st r a t e s h ow  it  is 
p o ssib le  t o  " . . .v a lid at e  o r  f a ls if y  a t h eo ry  w it h o u t  em p ir ica lly  st u d y in g  all o f  it s 
p ro cesses,  som e o f  w h ich  m ay  rem ain  in accessib le . . . "  ( D on a ld son  2005 ) .  Th is 
a llow s h im  t o  ap p ly  a st r ict ly  p osit iv ist ic  ap p roach  t o  socia l sc ien ce  research  w h ils t  
n o t  in  f a c t  co llect in g  em p ir ica l d at a b u t  by  d raw in g  co n c lu sio n s b y  p roxy .  Odd ly ,  
Don a ld son  says " . . .  m y  m ain  con cern  w as t o  d e fen d  t h ese  t h eo r ie s an d  m e t h o d s 
[ b ased  on  f u n ct io n a lism ,  p osit iv ism ,  co n t in g en cy  t h eo r y  and  q u an t i t a t iv e ,
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com p a ra t iv e  research  m et h ods]  f r om  d ism issa l by  a rg u in g  t h a t  t h e y  had  a v a lid it y  
. . ."  ( D on a ld son  2005) .  Th is so u n d s su sp ic io u sly  like h av in g  y o u r  cake  and  ea t in g  
it :  ap p ly in g  a p osit iv ist ic  l in e w h ils t  p ick in g  and  choosin g  w h ich  ' r u le s o f  ev id en ce ' 
t o  app ly .
Dona ld son  used  t h e  ph rase 'v a lid a t e  o r  f a lsif y '  w h ich  b r in g s in  an  im po r t an t  
m od if ica t io n  t o  p o sit iv ism  in t rod uced  by  Popper ,  w h o  su g g est ed  t h a t  t h e  co n cep t  
o f  'v e r i f y in g '  a t h eo ry ,  som et h in g  t h a t  w as p a r t  o f  t h e  cen t ra l co re  o f  p o sit iv ism ,  
w as t h e  w ron g  app roach .  He said  t h a t  t h is w as a m ist aken  ap p r oach  b ecau se  a 
sin g le  ob ser va t io n  m ig h t  u n d erm in e  a t r u t h  ( t h e  p opu la r  e x am p le  is t h a t  a sin g le  
sig h t in g  o f  a b lack  sw an  u n derm in es t h e  t r u t h  t h a t  all sw an s a re  w h it e  no  m at t e r  
h ow  m any  ob serva t io n  o f  w h it e  sw an s had  been  m ade) .  T h u s ve r i f y in g  a t r u t h  is 
lo g ica lly  im possib le ;  bu t ,  Popper  said ,  t h eo r ies can  be f a lsif iab le .  I n  ad d it io n  t o  
t h is b e in g  a so u n d e r  log ical p osit ion  it  a lso  m akes it  easie r  f o r  t r u t h s t o  be m od if ied  
t o  a cco u n t  f o r  n ew  ob serva t io n s ra t h e r  t h an  d isca rd ed  w h en  ve r i f ica t io n  f a ile d  ( see 
Magee  1985:  22  e t se q ) .
How ever ,  w h i ls t  Popper  d ea lt  in p a r t  w it h  t h e  p rob lem  o f  in d u ct io n  ( t h a t  no  m at t er  
h ow  m any  con f irm in g  ob serva t io n s are m ade , t h e re  can  n e v e r  be ce r t a in t y  t h a t  
w h a t  is r egard ed  as t r u e  is r ea lly  t r u e )  b y  sh if t in g  t h e  log ica l b asis,  t h e  p rob lem s 
associa t ed  w it h  neu t ra l o b se rva t ion  rem ain .
T h e re  is no  d en y in g  t h a t  p o sit iv ist ic  r esearch  has a p lace an d  t h a t  it  is w id e ly  
r eg ard ed  as n o t  o n ly  sound ,  bu t ,  f o r  som e,  it  is t h e  o n ly  o n t o lo g y  t o  use. I t  is a lso  
" . . .  p ivo t al t o  m a n a g em en t ..."  (M cAu ley  e t  al 2 007 )  sin ce  it  p r o v id e s ' t r u t h s '  t h a t  
can  be u sed  t o  con t ro l and  t h e  au t h o r it y  t o  d o  t h e  con t ro ll in g .  Bu t ,  f o r  m e,  t h e  
n o t ion  o f  being  ab le  t o  in t e ract  n eu t ra lly  w it h  in t e r v iew ees t a lk in g  a b o u t  t h e ir  
su b j ec t iv e  u n derst an d in g  o f  leadersh ip  is u n tenab le .  I n  a la t e r  se ct io n  in  t h is 
ch ap t e r  I  d iscu ss t h e  act iv e  ro le o f  t h e  in t e r v iew ee  an d  t h e  d esir ab ili t y  o f  in t e rp lay  
b e tw een  in t e r v iew er  and  in t e r v iew ee ,  and  t h e  im po r t an ce  o f  g e t t in g  b eh in d  t h e  
p r im e  f ac ie  dat a t o  ex p lo re  t h e  u n d er st an d in g s o f  t h e  in t e r v iew ee .  I 'm  su r e  a case
22
f o r  a p o sit iv ist ic  ap p roach  t o  t h is cou ld  be m ade , b u t  f o r  m e t h e  p o ssib i l it y  o f  
co llect in g  n eu t ral and  ob j ect iv e  em p ir ica l d a t a  is a n on -st ar t er .
Postm odern ism
A t  t h e  o t h e r  end  o f  t h e  on t o log ica l sca le  is p o stm odern ism .  I t  w ou ld  be h e lp fu l t o  
be ab le  t o  st a r t  a d iscu ssion  on  p ostm odern ism  by  d e f in in g  it ;  as Ro sen au  ( 1 992 )  
say s " .. .  i f  . . . con t ro ve rsy  lies ahead ,  t h en  c la r it y  ab o u t  b asis and  im p lica t io n s can  
f a ci l it a t e  co n st r u ct iv e  d ia lo g u e"  ( 1 992 : 3 ) .  Bu t  even  a p assin g  a cq u a in t an ce  w it h  
t h e  lit e ra t u re  sh ow s t h in g s t o  be m uch  t o o  com p le x  t o  a llo w  a sim p le  d ef in it io n .
Fo r  ex am p le ,  w r it e r s can n o t  ag ree  on  t h e  sp e llin g  o f  t h e  w o rd  " p o stm o d e r n ism "  let  
a lo n e  it s m ean ing ;  t h e re  is som e re lu ct an ce  t o  d e f in e  t h e  t e rm  a t  a ll;  an d  tw o  
d if f e r en t  m ean in g s ( epochal and  ep ist em o log ica l)  g e t  co n fu sed  ( see  Hassard  
( 1 992 ) ,  Ki ld u f f  and  Meh ra ( 1 997 )  and  M cAu ley  e t  al ( 2 007 ) ,  f o r  exam p le ) .
T h e  key  is t h a t  in p o stm odern ism ,  bo th  ep ist em o lo g y  and  o n t o lo g y  a r e  su b j ec t iv e  
( in  p o sit iv ism , bo t h  w e re  ob j ect iv e ) ,  and  lan g u age  is t h e  o n ly  ex p r essio n  o f  realit y .
Po stm od ern ist s in sist  t h a t  lan g uage  is t h e  exp r ession  o f  r ea lit y  an d  t h a t  w e  f o r g e t  
t h a t  lan g uage  is a rb it r a r y  an d  co n t in u a lly  ch ang in g .  T h e  re la t io n sh ip  b e tw een  a 
concep t ,  and  t h e  w o rd s u sed  t o  d escr ib e  it , is a rb it r a ry .  I f  w o rd s can  o n ly  be 
d e f in ed  by  o t h e r  w o rd s;  t h e r e  can  be no  ab so lu t e  f o u n da t io n s.  M o re  t h an  t h a t ,  
t h e  m ean in g s a re  co n t in u a lly  chang ing .  Pa rke r  ( 1 995 )  t a kes t h is  on  t h e  n ex t  st ep  
w h en  he says,  " i f ... t h e r e  a re  no  st ab le  f o u n da t io n s ... t h e r e  is no  g u a ran t ee  o f  t h e  
ce r t a in t y  o f  an y t h in g  a t  all" .  Th u s an y  p reva ilin g  n a r ra t iv e  o r  d isco u rse  on  an y  
su b j e c t  t h a t  is ex p er ien ced  as f a c t  is in h e ren t ly  u n re liab le ;  an d ,  m o re d an g erou sly ,  
in exp e r ien cin g  it  as f a c t  t h a t  d iscou rse  d r iv es ou t  a lt e rn a t iv e  d isco u rses ( see Ca las 
and  Sm ir c ich  ( 1 997 )  f o r  an  ex am p le  on  leadersh ip ) .
T h is leads t o  q u est io n s ab ou t  m u lt ip le  t r u t h s ( w h ich  ' t r u t h '  is b e in g  v o iced ?) ,  
d om in an t  d isco u rses (w h ich  a re  being  su p p ressed?) ,  and  t h e  e f f ect s o f  a ll t h is
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( h ow  do w e  see  ou r se lv es and  o t h e rs) ? Th e  p ostm ode rn ist  m ission  is t o  u n se t t le  
est ab lish ed  d isco u rses and  u n d erm in e  t r ad it io n s and  o r t h od ox ies,  and  t o  ca rve  ou t  
n ew  d om a in s o f  in t e ll ig ib il it y  b y  g iv in g  vo ice  t o  ' t r u t h s '  w h ich  w e re  p r ev iou sly  
su p p r essed  ( see  Gerg en  ( 1992 )  and  Rosen au  ( 1 982 )  f o r  exam p le ) .  T h is  is 
accom p lish ed  t h rou g h  t h ree  t ech n iq u es,  d econ st ru c t io n ,  g en ea lo g y ,  an d  t r u t h -  
e f f ect s.
D econ st ru ct io n  u npee ls t h e  on io n sk in s o f  d iscou rses,  t o  r eveal t h e  co n t r ad ict io n s,  
a ssum p t io n s and  layers o f  m ean ing  t h ere in .  Th e  idea is n o t  d ir e ct ly  t o  u n d erm in e  
t h e  d isco u rse  it self ,  bu t  t o  u n d erm in e  an y  n o t ion  o f  ce r t a in t y  t h a t  t h e  d isco u rse  
r ep r esen t s t h e  b est  o r  o n ly  in t e rp re t a t io n ,  and  t o  p rom o t e  d iscu ssion  and  
co n sid e ra t io n  o f  t h e  a lt e rn a t ives.  Key  q u est io n s in clu de ,  w h y  have t h e  a lt e rn a t iv es 
b een  exclu d ed ;  and  is t h is an  issue  ab o u t  p ow er  ra t h e r  t h an  w o r t h ?
Gen ea lo g y  est ab lish es w h a t  t h e  d om in an t  d isco u rses are,  an d  how  t h e y  en ab le  and  
lim it  w h a t  is know ab le .  Th e  t a sk  is t o  ex am in e  t h e  so c io - h ist o r ica l co n d it io n s t h a t  
m ake  t h a t  d isco u rse  p ossib le  and  h ow  it  cam e  t o  be d om in an t .  An d  t o  go  b eyon d  
t h e  em erg en ce  o f  d iscou rses t o  exam in e  how  t h ey  a re  ad ap t ed  and  t r an sfo rm ed  
in t o  n ew  d iscou rses.  Bar ry  and  Elm es ( 1 997 )  a rg u e  t h a t  e f f e ct iv e  n a r ra t iv es ( ie 
d isco u rses)  n eed  t o  be cr ed ib le  and  novel s im u lt an eou sly  and  t h a t  t h e r e  a re  a 
n um b er  o f  d ev ices open  t o  au t h o rs t o  ach ieve  t h is (m a t e r ia lit y ,  v o ice  and  
p ersp ect iv e ,  o rd e r in g  and  p lot ,  and  read ersh ip ) .  Fo r  exam p le  t h e  casu a l u se o f  t h e  
f am ilia r  m ode ls ( f o r  exam p le  SW OT ,  and  PEST)  o r  t h e  lib e ra l u se o f  ( su b j e ct iv e ly  
ch osen )  r e fe ren ces f rom  est ab lish ed  w r it e r s,  can  be used  t o  g iv e  au t h o r it y  and  
w e ig h t  t o  a p iece  o f  w r it in g ,  and  t o  g u id e  t h e  read er  t o  in t e r p r e t  t h e  d isco u rse  in 
t h e  ' r ig h t '  w ay .  I f  it  is t r u e  t h a t  " w h e re  p r in t  is ch eap  and  k n ow led g e  is r ap id ly  
ch an g in g ,  sin g u la r  r ead in g s o f  st r a t eg ic n ar ra t iv es,  w h er e  m odel r ead er s a r r iv e  a t  
l ike in t e rp re t a t io n s,  w ill be in creasin g ly  a t h in g  o f  t h e  p a st "  ( Bar r y  an d  Elm es 1997:  
4 40 ) ,  t h en  t h e  w o r ld  is a rg u ab ly  b ecom ing  m o re  p ostm odern  as a lt e r n a t iv e  
d isco u rses a re  heard .
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Th e  t h ir d  o f  t h e  t h r ee  rou t es t o  d e liv e r  t h e  p ostm odern  m ission  is t r u t h -e f f ect s.  Fo r  
p o stm odern ist s,  k n ow led ge  and  p ow er  a re  t h e  sam e t h in g ,  and  t h e y  a r e  de livered  
t h r o u g h  d om in an t  d iscou rses.  Th ese  d isco u rses p rod u ce  w h a t  is seen  t o  be a 
rea lit y  t h a t  su p p r esses t h e  a r t icu la t io n  o f  a lt e rn a t iv e  p ossib le  ' t r u t h -e f f ec t s '.  
Postm od ern ist s say  t h a t  k n ow led ge  ( and  t h u s pow er )  r esid es in  t h e  d isco u rses 
t h em se lves and  no t  in  in d iv id u a ls.  A lt h ou g h  t h e r e  a re  a lw ays m u lt ip le  d iscou rses,  
and  d isco u rses can  co n f ro n t  o ne  an o th er ,  o f t en  t h e r e  is a p a r t icu la r ly  st ro n g  
d isco u rse  t h a t  b ecom es im p r in t ed  ( o r  ' in scr ib ed 7) on  peop le.  T h is  t r u t h - e f f e ct  
sh ap es h ow  peop le t h in k  and  b eh ave  and  st r u ct u r es t h e ir  e x p e r ie n ce s and  
d e f in i t io n s o f  t h em se lves.  T h e  resu lt  is t h a t  p eop le  a re  n o t  f r ee  t o  m ake  t h e ir  ow n  
in t e rp re t a t io n s,  be ing  con st ra in ed  by  t h e  d om in an t  d iscou rse .  Po stm ode rn ist s t r y  
t o  b r ing  in n ew  d iscou rses by  d econ st ru ct in g  t h e  ex ist in g  d iscou rses.
T h e re  a re  c lea r ly  q u est io n s h ere t h a t  a re  re le van t  t o  m y  research  w h a t e v e r  t h e  
u n d er ly in g  on t o log y .  Fo r  exam p le,  w e  have seen  h ow  t h e lead er sh ip  d isco u rse  has 
b een  h anded  d ow n  in t h e  civ il ser v ice;  w h a t  d isco u rses h as t h a t  d islo d g ed  o r  
su p p ressed? Has t h e  leadersh ip  d iscou rse  becom e im p r in t ed ,  o r  in scr ib ed ?
Postm ode rn ist s r e j e ct  t h e  g rand  n ar rat ive  t h a t  su g g est s m an age rs o r  an y o n e  e lse  
can  g ain  som e fo rm  o f  su p er io r  k now ledge,  f o r  ex am p le  t h r o u g h  t r a in in g .  T h e y  
w an t  t o  d isr u p t  t a ken - fo r - g ran t ed  assum p t io n s t h a t  fo rm  p a r t  o f  t h e  d om in an t  
d iscou rse .  T h e re  is no  such  t h in g ,  t h ey  say ,  as n eu t ra l m an agem en t  p ract ices,  bu t  
t h a t  d om in an t  d isco u rses exe rcise  p ow er  t o  d e f in e  and  co n st r a in  o u r  id en t it ies.  
Postm od ern ist s en cou rag e  re f lex iv it y ,  bu t  in  o rd e r  t o  d o  t h a t  p r o d u ct iv e ly  peop le  
m u st  be aw a re  o f  t h e  ex clu d ed  as w ell as t h e  in clu ded .  No  o n e  im age  o f  r ea lit y  is 
su p e r io r  t o  an o t h e r  -  all a re  eq u a lly  v alid .
Jo h n son  ( 2 000 )  su g g est s t h is leads t o  a d ilem m a.  A r e  p o stm ode rn ist s in  d an g er  o f  
" co n se r v a t iv e  d isin t e rest ed n ess su p po r t iv e  o f  t h e  st a t u s q u o  [ lu r k in g ]  b eh in d  a 
rad ica l p o st u r in g "  o r  a re  t h ey  " reb e ls w it h o u t  a cau se" ? M u st  t h ey ,  he su g gest s,  
d eco n st r u c t  ad  in f in it um  because  t o  fa il t o  d o  so  m ean s t h e y  f a il t o  a ck n o w le d g e .
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t h e  lack  o f  an  au t h o r it a t iv e  posit ion ? An d  if  p o stm ode rn ist s a re  t o  be f a it h fu l t o  
r e la t iv ism  ( ie. t h a t  sin ce  t h e  co n t ex t  o f  eve ry t h in g  is su b j ect iv e ,  t r u t h s can n o t  be 
b ased  on  an  ob j ect iv e  f o u n da t io n ,  and  t h u s an y  c la im  fo r  t r u t h s o r  p r iv ileg e  a re  
re la t iv e  t o  o t h e r  su ch  cla im s) ,  t h ey  m u st  t h ey  a ccep t  " t h a t  t h e r e  can  be no good  
reason  f o r  cr it iq u e  o r  an y  in t e rven t io n  beyond  t h e  u n se t t l in g '? Pa rk e r  ( 1 995 )  pu t s 
it  d if f e ren t ly  " ... a 'h a r d '  p o stm odern  ep ist em o lo g y  is e ssen t ia lly  a w ay  o f  avo id in g  
resp o n sib il i t y  f o r  t h e  im p lica t io n s o f  o rg an isa t io n a l an a ly sis" .  T h a t  is w h a t  is o f t en  
ca lled  t h e  scep t ica l in t e rp re t a t io n  o f  p ostm odern ism  ( see  M cAu ley  e t  al 2007) .
How ever ,  t h e r e  is an  a lt e rna t iv e ,  m o re p ragm at ic,  v iew . K i ld u f f  an d  Meh ra  ( 1 997 )  
su g g est  t h a t  a f f irm a t iv e  p ostm odern ism  " co n t in u es t o  b ind  re sear ch er s t o  r ig o rou s 
st an d ard s o f  en q u ir y  as t h ey  p u rsu e  rad ica l in t e r p r e t a t io n s. "  Ro sen au  ( 1 992 : 169 )  
a r g u es t h a t  an  a f f irm a t iv e  p ostm odern ism  "w ou ld  u n d er sco re  n o v e lt y  and  
re f lex iv it y  as it  loo ked  t o  t h e  r ich ness o f  d if f e ren ce  and  co n cen t r a t es on  t h e  
u n u su a l,  t h e  sin g u la r ,  and  t he  o r ig in a l" .  Ki ld u f f  and  Meh ra ( 1 997 )  b e l iev e  an  
a r g um en t  can  be m ade f o r  a p o stm odern  on t o log y  t h a t  w ill m ake  an  au t h o r it a t iv e  
co n t r ib u t io n  t o  t h e  o rgan iza t io n a l r esearch .  I  t h in k  t h e re  is sco p e  in m an agem en t  
r esearch  t o  t e st  issu es f r om  a p ostm oder n ist  st an d p o in t  t o  see  if  t h a t  in creases 
u n d erst and in g .  One d o esn 't  n eed  t o  be a p o stm oder n ist  t o  d ec id e  t o  u se som e  o f  
t h e  p o stm oder n ist  t oo lk it .  As Kild u f f  and  Meh ra  ( 1 997 )  pu t  i t " . . .  o rg an iza t io n a l 
st u d ies m ig h t  be reshaped  by  p ostm odern ism  in w ay s t h a t  en h an ce  ra t h e r  t h an  
d e t r act  f r om  t h e  research  adven t u re " .  T h is  a r g um en t  is r e le van t  t o  m y  research ,  
n o t  t o  est ab lish  p ostm odern ism  as t h e  ' r ig h t '  o n t o lo g y ,  b u t  t o  add  an  ad d it io n a l 
and  va lu ab le  d im en sion  t o  t h e  an a ly sis o f  data.  As M cAu ley  e t  al ( 2 00 7 : 24 8 )  p u t s 
i t " ... p o stm odern ism  has posed  sig n if ican t  ch a llen g es f o r  o r g an iza t io n  t h eo ry " .  I t  
is im po r t an t  t o  see  w h ere  t h ese  ch a l len g es lead  t o  a b e t t e r  u n d erst an d in g .
Cr it ica l t h eo ry
I n  on e  sen se ,  cr it ica l t h eo r y  has e lem en t s o f  p o sit iv ism  and  p ostm ode rn ism  and  
b r in g s t h em  t o g e t h e r  in t o  som et h in g  t h a t  can  seem  a ra t h e r  p essim ist ic  v iew  o f
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t h in g s.  I t  sh a r es w it h  t h e  f o rm e r  t h e  no t ion  o f  p rog ress f r om  t h e  Ag e  o f  t h e  
En lig h t enm en t  -  a lb e it  no t  in q u it e  t h e  sam e w ay  -  and  t h e  ex ist en ce  o f  an  
ob j ect iv e  realit y .  I t  t a kes f r om  t h e  la t t er  t h e  idea t h a t  in d iv id u a ls h ave t h e ir  ow n  
su b j e ct iv e  u n derst an d in g  b u ilt  up  f r om  in t e rn a lised  socia l and  h ist o r ica l in f lu en ces.  
Bu t  it  is p essim ist ic  in as m uch  as t h e  st ar t in g  p o in t  is t h e  n eed  f o r  p eop le  t o  
escape  t h e  h eg em on y  o f  o rg an isa t io n a l p ow er  b efo re  t h e y  can  be con sid e red  t o  be 
f r e e  ( it  is o p t im ist ic in t h e  sen se  t h a t  su ch  f r eed om  is a t t a in ab le ) .  T h e r e  are 
st r o n g  ech oes h ere o f  Marx ism .  Cr it ica l t h eo r y  is based  on  a su b j e c t iv e  rea lisa t ion  
o f  an  ob j ect iv e  rea lit y  and  t h is ob j ect iv isa t io n  o f  t h a t  r ea lisa t io n  can  be 
p rob lem at ic.  W e'll see lat er  t h a t  t h is d ilem m a recu rs in  w h a t  Haberm as ca lls t h e  
id ea l sp eech  m om en t .
A  key  d if f e ren ce  w it h  p o sit iv ism  is t h a t  cr it ica l t h eo r ist s d o  n o t  b e liev e  it  is p o ssib le  
t o  be a " ... p assiv e  rece ive r  o f  sen so r y  dat a no  m at t e r  w h a t  m e t h o do lo g y  w e  use 
. .."  (M cAu ley  e t  al 2 007 : 38 ) .  T h u s t h e  n eu t ra l in t e ract io n  w it h  t h e  su b j e c t  be ing  
research ed ,  a key  p o in t  f o r  p o sit iv ism ,  is im possib le.
Kan t  w as a f o rm a t iv e  in f lu en ce ;  in h is Cr it iq u e  o f  Pu re  Reason  ( 1 781 )  h e re j ect ed  
t h e  Car t esian  du a lism  t h a t  is f u n d am en t a l t o  p osit iv ism .  He sa id  p eop le  w er e  st u ck  
in t h e  p h en om ena l w o r ld  based  on  in d iv id ua l exp e r ien ce  an d  cou ld  n o t  access t h e  
n oum ena l w o r ld  o f  ex t e rn a l realit y .  Cr it ica l t h eo r ist s say  it  is im po ssib le  t h e re fo re  
t o  en g ag e  n eu t ra lly  w it h  t h e  ob j ect iv e  w o r ld  ( see  M cAu ley  e t  al 2 007 : 40 ) .
T h ese  id eas w er e  d eve lop ed  b y  t h e  Fran k f u r t  sch oo l and  b y  Ju r g an  Habe rm as in 
pa r t icu la r .  He re ject ed  p osit iv ism 's " o b j e ct iv is t  i l lu sio n s"  w h ich  he  sa id  h ide  t h e  
in f lu en ces t h a t  co lou r  an  in d iv id u a l's exper ien ce .  He su g gest ed  t h e re  w e re  tw o  
f o rm s o f  k now ledge,  in st rum en t a l act io n  and  so cia l act io n .  He recog n ised  
p osit iv ism 's con t r ib u t io n  t o  t h e  f o rm er ,  w h ich  f o cu ssed  on  en v ir o nm en t a l an d  n on ­
so cia l act iv it y ,  say in g  t h a t  it  had been  v e ry  su ccessfu l in  a llow in g  t h in g s t o  be 
d on e ,  b u t  t h a t  d id  n o t  o f  it se l f  m ean  p osit iv ist  t h eo r ies w e r e  co r rect .  I n  socia l 
act io n  it  w as n o t  p ossib le  t o  r ely  on t h e  p osit iv ist 's n o t ion  o f  causal r e la t io n sh ip
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sin ce  ch o ice  and  u n d erst an d in g  w e re  essen t ia l in g r ed ien t s,  and  t h a t  em p h asised  
t h e  ro le o f  in t e rp e rson a l com m un ica t io n ,  and  su b j ect iv it y .  T o  t h ese  tw o  ideas,  
Haberm as ad ded  a t h ird .  He said  it  w as n ecessa ry  t o  seek  t o  f r e e  p eop le  f r om  
d om in a t io n  and  t o  lib e ra t e  t h e ir  ra t iona l capab ilit ies.  He ca lled  t h is 
'em an c ip a t io n a ry  in t e rest '  f r om  w h ich  he d e r iv es h is cr it ica l scien ce .  H is a im  w as 
t o  r id  u s o f  exp lo it a t io n ,  d om in a t io n  and  t h e  d ist o r t io n  o f  com m u n ica t io n  so  t h a t  
cr it ica l t h eo r y  w ou ld  lib e rat e  peop le.
Cr it ica l t h eo r ist s say  t h a t  if  in d iv id u a l in t e r p re t a t io n s o f  r ea lit y  a re  d ist o r t ed  by  
su b j e ct iv it y  and  b y  pow er ,  t h en  peop le 's d ec isio n s a re  n o t  n ecessa r i ly  in  t h e ir  ow n  
b est  in t erest s.  How  t h en  can  o n e  d iscou rse  cla im  p r iv ileg e  o v e r  an o t h e r ? Bu t  if  
d ist o r t ed  com m u n ica t io n s can  be rep laced  b y  ra t ion a l co n sen su s t h en  p rog ress w ill 
h ave  been  m ade. Su ch  co n sen su s is o n ly  p o ssib le  if  com m u n ica t io n s a re  en t ir e ly  
o pen  and  u n con st ra in ed .  T h is  is t h e  ideal sp eech  m om en t .  How ever ,  t h e r e  is 
d o u b t  t h a t  all d ist o r t io n  can  be rem oved  - h ow  w ou ld  o n e  kn ow  w h en  t h a t  w as 
ach ieved ?
W h at  w e  have h e re  is a schoo l o f  t h o u g h t  t h a t  ap p ea ls t o  n o t io n s o f  d em ocracy  
and  f a ir n ess,  t h e  redu ct io n  o f  exp lo it a t io n ,  t h e  id en t if ica t io n  o f  p ow er  as a 
p o t en t ia lly  h arm fu l in f lu en ce  and  t h u s t o  n o t io n s o f  socia l in clu sion  an d  t h e  
ce leb ra t io n  o f  d ive rsit y .  No one  has p r iv ileged  kn ow led ge  as o f  r ig h t .  So c ie t y  h as 
w in n e rs and  losers,  and  cr it ica l t h eo ry  can  h e lp  t o  m ake  so c ie t y  f a ir e r .
Bu t  cr it ica l t h eo r y  is ab o u t  p ro cess n o t  con t en t .  Co n t en t  m u st  com e  f r om  
co n sen su s -  t h e r e  is no room  here f o r  t h e  au t o cr a t ic leader ,  h ow eve r  b en ig n  -  no 
on e  se t  o f  id eas has au t om at ic su p er io r it y  o v e r  an o t h e r .  D em ocr a t ic  p ro cess m u st  
d ecid e .  Bu t  t o  w o rk ,  it  is essen t ia l t o  st r ive  t o  r each  t h e  ideal sp eech  m om en t  and  
w e  have  seen  h ow  p rob lem at ic t h a t  is. So ,  f o r  som e,  t h e  d if f icu lt y  o f  r each in g  an  
ou t com e t h a t  m eet s t h e  severe  t e st  o f  cr it ica l t h eo r y  leads t h em  t o  an o t h e r  
po sit ion ,  cr it ica l rea lism .  For  cr it ica l r ea list s t h e  sit u a t io n  is a lit t le  less t h eo re t ica l.  
I f  t r u t h  f o r  cr it ica l t h eo r ist s is con sensu s,  t h en  f o r  cr it ica l r ea list s it  is ad equ acy .  I f
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by  t est in g  a t h eo r y  t h r ou g h  p ract ice it  p ro ves good  enou gh  t o  se t t le  p ract ica l 
p rob lem s,  t h en  a sa t isf ac t o r y  sit u a t io n  is reached .  T h e r e  rem ain  q u est io n s ab ou t  
f o r  w h om  t h e  t h eo r ies a re  ad equ a t e ,  and  o ve r  e t h ica l and  m o ra l issu es,  f o r  
ex am p le  w h y  a re  t h e  t h eo r ies ad equ at e ,  and  f o r  w h a t  p u r p oses?
Cr it ica l r ea lism  d em and s a d if f e r en t  a rb it r a t io n ,  based  on  p ract ica l act io n  ar isin g  
f r om  d eba t e  t h a t  d oes n o t  au t om at ica lly  f a v o u r  on e  d isco u rse  o v e r  o t h e rs,  b u t  
d e l ib e ra t e ly  loo ks w id e r  and  " .. .  ex am in es t h e  j u st if ica t io n s o f  ex ist in g  gazes,  t h e  
re levan ce  o f  t h e ir  ap p roach es t o  d if f e ren t  au d ien ces,  and  t h e  so u r ces an d  f o rm s o f  
su p p o r t  t h ey  re ce iv e "  ( John son  and  Du ber ley  2 000 : 174 ) .  T h is  ap p ea ls t o  m e, 
a lt h ou gh  I  t h in k  it  t o o  sw eep in g  t o  say  t h a t  t h is w ay  o f  v a l id a t in g  t r u t h  c la im s is 
s ig n if ican t ly  m ore r ig o rou s t h an  re la t iv ism  in p ostm odern ism .  T h is  is n o t  a 
com par ison  o n e  can  re j ect  so le ly  on  t h e  g ro u n d s t h a t  p o stm ode rn ist s m ake  no 
' t r u t h  cla im ';  t h a t  t h e re  is n o t h in gn ess.  I t  m ig h t  be a rg ued  b y  p o stm ode rn ist s t h a t  
t h is lack  o f  an  ab so lu t e  ag a in st  w h ich  t o  v a l id a t e  t r u t h  c la im s is n o t  o n ly  n o t  
su rp r isin g ,  b u t  it  is a lso  n o t  p rob lem at ic.  Enough  is d on e  by  id en t if y in g  and  
il lum in a t in g  ( o r  even  g en era t in g )  d if f e ren ces,  d issen su s an d  co n f l ic t  ( A lv esso n  and  
Sk o ld b erg  2 000 : 121 ) .  T o  re j e ct  d if f e ren ces,  d issen su s and  co n f l ic t  as 'n o t h in g n ess'  
is a rb it r a r y  in  t h e  ex t rem e.
T o  sum  up , I  h ave  reached  a posit ion  w h e re  cr it ica l t h eo r y  is m y  on t o log ica l 
f r am ew o r k  f o r  t h is research .  T h is is n o t  w it h o u t  som e q u it e  s ig n if ican t  p rob lem s o f  
w h ich  t h e  ideal sp eech  sit u a t ion  is t h e  m ost  g raph ic.  Bu t  no  o t h e r  f r am ew o r k  is 
bet t er .
Ep ist em o lo g y  -  m a k in g  se n se  o f  r e a l i t y
Th e  o ve ra ll ap p roach  t o  t h is r esearch  is h e rm en eu t ic s, " .. .  w it h  it s f o cu s on  t r u t h  as 
an  act  o f  d isclo su r e  ..." . Th is is A lv esson  and  Sk o ld b e rg 's ( 2 00 0 : 5 2 )  d e f in it io n  o f  
a le t h ic h e rm en eu t ics;  t h ey  a lso  re fer  t o  h e rm en eu t ics as a "m in im a l v e rsio n  o f  
cr it ica l r esea rch "  ( p l2 8 ) .  Fost e r  ( 1 994 ) ,  a f t e r  c it in g  e ig h t  r e fe ren ces,  co n c lu d e s , " .. .
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an y  scien ce  o f  socia l l if e  m u s t ... be a h e rm en eu t ic one ,  w h ich  is co n ce rn ed  t o  
m ake  sen se  o f  'o b j e c t s '  o f  st u d y  as ' t e x t  o r  t ex t - an a log u e '.  Su ch  a sc ien ce  is based  
on  an  im m ersion  in  t h e  dat a and  read ing  o f  m ean in gs.  T h is p ro cess is in va r iab ly  
con fu sed ,  c loudy ,  o f t en  con t r ad ict o r y  and  a lw ays in com p le t e "  ( Fo st e r  1 9 9 4 : 1 4 9 -  
150) .  Given  t h is b road  sw eep  o f  a st a t em en t ,  it  is p erh ap s n o t  su rp r is in g  t h a t  it  is 
d if f icu lt  t o  f in d  a su ccin ct  d e f in it io n  o f  h e rm en eu t ics,  and  im possib le  t o  f in d  on e  
t h a t  f it s all t h a t  has been  w r it t en  ab ou t  it  ( t h is is y e t  m o re  ev id en ce  t o  su p po r t  m y  
ea r lie r  com m en t s ab o u t  t h e  p rob lem s o f  u sing  labe ls) .  I n d eed ,  som e  w r it e r s sp lit  
t h e  t e rm  up  so  as t o  accom m oda t e  d if f e ren t  d e f in it io n s ( A lv esso n  and  Sko lb e rg  
( 2 000 : 52 )  in t o  ob j e ct iv ist  and  a let h ic,  and  Cr o t t y  ( 1 998 : 110 )  in t o  m yst ic and  
read in g / li t e ra r y  t h eo ry ,  in w h ich  he say s t h e  t e rm  is l it t le  m o re  t h an  a syn on ym  fo r  
in t e rp re t a t io n .  T h e r e  is a genera l ag reem en t  t h a t ,  a t  it s co re ,  h e rm en eu t ics is 
ab o u t  t h e  no t ion  o f  in t e ract in g  w it h  t e x t  so  t h a t  lo st  m ean in g  can  be recovered ,  
and  t h r ou g h  t h a t ,  p r esen t  u n d erst and in g  and  accep t ed  kn ow led ge  can  be 
cha llen g ed .  On e  can  go  f u r t h e r  ( as do  A lvesson  and  Dee t z 2 000 : 14 2 )  and  
ch a ract e r ise  t h e  p ro cess as one  t h a t  in t r o d u ces co n f lic t  an d  ch o ice ,  t h r o u g h  w h ich  
p r esen t  act o r s a re  lib e ra t ed  f r om  t h e  d om in an t  d isco u rse  t h a t  g r ew  up  in  a p ast  
t h a t  has no  p resen t  r e levance.  O t h e rs ( eg  M cAu ley  1985)  d o  n o t  m ake  t h is a 
cen t ra l po in t ,  h ow ever .  T h is  p osit io n s t h e  h e rm en eu t ic  r e sea rch e r  som ew h e re  on  
a co n t in u um  be tw een  m ak ing  on  on e  hand  an  av u n cu la r  in t e r ven t io n  t o  b r ing  
il lum in a t io n  t o  a p a r t icu la r  t op ic,  and  on  t h e  o t h e r  hand  h av in g  a r evo lu t io n a ry  
m in d se t  lead in g  t o  t h e  em ancip at ion  o f  w o rke rs f r om  t h e ir  ex ist in g  o p p r essio n  
( ech oes h e re  o f  cr it ica l t h eo ry 's p essim ist ic st an ce) .
As I  say ,  t h e  ex t rem es a re  avo idab le.  McAu ley  ( 1 985 )  st r ik es a p ragm a t ic  b a lance,  
say in g ,  " . . .  w h a t  w e  w ou ld  do  is g e t  d a t a  f r om  [ in t e r v ie w e e s ] ... an d  t h en  g e t  
t h em  t o  ex p lo re  f o r  t h em se lves t h e  im p lica t io n s o f  w h a t  t h ey  a r e  say in g  ..." . He 
g oes on  t o  say  t h a t " ... w h a t  is c r u c ia l ... f rom  a h e rm en eu t ic p o in t  o f  v iew ,  is t h e  
em ph asis on  d raw in g  and  shap in g  t h e ir  d a t a  , and  b e in g  ab le  t o  co n f r o n t  o u r  ow n  
com m on sen se  assum p t io n s as t h ey  co n f ro n t  t h e ir s ..." . M cAu ley  h im se lf  d escr ib es 
t h is as " .. .  t h e  q u a lit a t iv e  end  o f  Act ion  Research  . . . "  T h is  im p lie s som e  fo rm  o f
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in t e r ven t io n  t o  p rom o t e  ch an ge ,  b u t  t h a t  in t e r ven t io n  m u st  g o  b ey on d  j u s t  shar in g  
a n ew  u n derst an d in g  if  t h e  p ract ica l a sp ect s o f  t h is r esearch  as a DBA t h esis is t o  
be realised .  T h e  lan g uage h ere st op s sh o r t  o f  t h a t ,  b e ing  ab o u t  r each in g  a b e t t e r  
u n d erst an d in g ,  o f  se lf - r e f lect io n  and  o f  rep lacing  w ron g  assum p t io n s w it h  
som e t h in g  c lo se r  t o  t h e  t r u t h .  I m p o r t an t ly ,  t h e r e  is n o t h in g  h e re  ab o u t  r each in g  
an  ab so lu t e  t r u t h .  An d  as im po r t an t ly ,  t h e r e  is a f o u n da t io n  h ere o f  bo th  
resear ch e r  an d  in t e r v iew ee  be ing  on  t h e  sam e j o u rn ey ,  t o g e t h e r ,  b u t  f r om  
su b j ect iv e ly  d if f e r en t  st a r t in g  p o in t s and  p erh ap s w it h  d if f e r en t  m o t iv a t io n s.
I n  d iscu ssin g  t h e  a le t h ic b ran ch  o f  h e rm en eu t ics A lvesso n  and  Sk o ld b e rg  have 
som e  in t e rest in g  p o in t s o f  v iew  ab ou t  l in k s b etw een  n at u ra l and  cu lt u ra l scien ces 
( 2 000 : 53 ) ,  f o r  exam p le  t h a t  bo th  a re  " . . .  ir r evo cab ly  m arked  by  in t e r p r e t a t io n s all 
t h e  w ay  d ow n  t o  t h e  level o f  dat a ..." . Bu t  t h e  h ear t  o f  t h is ap p r o ach ,  I  t h in k ,  is 
t h e  re j ect io n  o f  t h e  d ist in ct io n  b etw een  m ean in g  and  sig n if ican ce ,  and  t h e  
ad op t io n  o f " . . .  a f o cu s on  how  t h e  act u a l sit u a t io n  o f  u n d e rst an d in g  w o rk s . .."  
p erh ap s t o  t h e  e x t en t  t h a t " . . .  t h e  v e r y  p ro cess o f  u n d er st an d in g  [ is]  m ore 
im po r t an t  t h an  it s r e s u l t . .."  ( A lvesson  and  Sko ld b erg  2 000 : 59 ) .  T h is  is an  
in t e rest in g  ob serva t io n  and  su g gest s t h a t  h e rm en eu t ic  r esearch  is v a lu ab le  as a 
p rom p t  f o r  learn in g  f o r  r e search er  and  research ed  as m uch  as a m ech an ism  t o  
im p ro ve  u n derst and ing .
T h e  h e rm en eu t ic ap p roach  in vo lved  m e in id en t if y in g  a sm a ll n um be r  o f  asp ect s o f  
lead ersh ip ,  w h ich  t h e  lit e ra t u re  su g gest ed  m ay  be in f lu en t ia l in  d e f in in g  o r  
d escr ib in g  leadersh ip  in t h e  civ il se r v ice ,  and  using  t h a t  m a t er ia l t o  in f o rm  m y  
in it ia l in t e r v iew s.  I n  Ch ap t e r  3 I  d escr ib e  h ow  I  a r r iv ed  a t  id en t if y in g  t h e se  asp ect s 
o f  lead ersh ip  and  h ow  t h a t  led t o  f o rm in g  m y  in it ia l q uest io n s.
T h e re  is a m a j o r  cr it ic ism  o f  h e rm en eu t ics,  o r  in deed  all in t e r p r e t iv ist  ap p ro ach es,  
t h a t  t h e  a llow ed  su b j ect iv e  posit ion  o f  t h e  resea rch e r  so  co lo u rs t h e  w o rk  t h a t  t h e  
ou t p u t s and  ou t com es -  t h e  dat a and  t h e  con clu sion  -  a re  in va lid .  T h e  
ep ist em o log ica l com m itm en t  here is su b j ect iv e ,  t h e  st an ce  co n st r u c t io n ist ,  so  no
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r esearch  can  be f r ee  f r om  t h e  t a in t  o f  t h e  research ers ow n  kn ow led ge ,  
u n d erst an d in g  and  assum p t io n s,  and  n e it h e r  can  t h e  read er  co n su lt  t h e  dat a 
e x cep t  t h rou g h  t h e ir  ow n  su b j ect iv e ,  and  co lou red ,  eyes.  T h e  a im  o f  t h e  
re sea rch e r  m u st  n o t  o n ly  be t o  adm it  t o  t h e ir  b ias and  t r y  t o  acco u n t  f o r  it  o p en ly  
so  t h a t  t h e  read er  can  m ake  t h e ir  ow n  j u d g em en t  b u t  t o  go  m uch  f u r t h e r  sin ce  " ... 
t h e  research e r  is n o t  look ing  a t  t h e  exp e r ien ce  o f  t h e  su b j e c t  a lo ne;  t h e r e  is a lso  
t h e  posit ion  o f  t h e  in t e rp re t e r  as t h e  scen e  u n fo lds,  an d  in t h e  p r o cess o f  
in t e rp re t a t io n "  (M cAu ley  2004:  194) . As A lvesso n  and  Dee t z p u t  i t " . . .  r ecog n isin g  
t h e  in t e rp r e t iv e  n a t u re o f  r esearch  m eans t h a t  no da ta ,  e x cep t  p o ssib ly  t h o se  on  
t r iv ia l m a t t e r s,  are v iew ed  as u n af f ect ed  by  t h e  co n st ru ct io n  o f  t h e  r e se a r c h e r ..."  
( 2 000 : 113 ) .  O f  cou rse,  t h e  'con st ru c t io n  o f  t h e  r esear ch e r '  m ay  m ap  q u it e  c lo se ly  
on t o  t h e  con st ru ct io n  o f  t h e  in t e r v iew ees,  f o r  ex am p le  in t h is case  w h e re  l a m a  
m em be r  o f  t h e  popu la t io n  f r om  w h ich  in t e r v iew ees a re  d raw n .  Bu t  t h a t  lead s t o  
o t h e r  co n ce rn s ab ou t  f am ilia r i t y  and  assum ed  and  u n p ro v id ed  f o r  cu lt u ra l e f f ect s.  
I r on ica lly ,  t h e  sam e au t h o r s go  on  t o  u se ' le ad e r sh ip ' as an  ex am p le  o f  a 
con v en t io n a l idea o r  w o rd  t h a t  r esearch er s m u st  avo id  p rem a t u re ly  ap p ly in g ;  in 
t h is case  on e  can  ha rd ly  avo id  t h e  w o rd  ( one  m u st  h ave a sh a red  v o cab u la r y  w it h  
t h e  in t e r v iew ees) ,  b u t  t h e  research  a im ed  t o  u n co ve r  p r ecise ly  t h e  m ean in g  o f  t h e  
t e rm  w h ich  t h e  au t h o rs h e re  su g g est  cou ld  be t h e  p rob lem  in  u sin g  it  in  t h e  f ir st  
p lace. Sl ig h t ly  o dd ly ,  A lv esso n  and  D ee t z p red ict  t h e  ou t com e  o f  t h e ir  im ag in ed  
research  in t o  lead ersh ip  and  say  " . . .  it  is l ik e ly  t h a t  ca re fu l in t e r p r e t iv e  w o r k  w ill 
sh ow  t h a t  t h e  ' le a d e r '  h o ld s a posit ion  t h a t  is f a r  f r om  a lw ays be ing  sa l ie n t  in 
eve ryd ay  w o rk ,  and  t h a t  lead ersh ip  as a q u a lit y  o f  b eh av iou r / so c ia l r e la t io n s is 
o f t en  am b ig u ou s and  p recar io u s and  t h a t  it  is o n ly  r e la t iv e ly  r a re ly  p r e s e n t ..."  
( 2 000 : 114 ) .  As w e  w ill see ,  t h is r esearch  d o esn 't  f in d  t h a t  lead e rsh ip  is p a r t icu la r ly  
am b ig u ou s n o r  t h a t  it  is r are ly  p resen t :  b u t  t h e  p o in t  is t aken  n ev e r t h e le ss,  as 
Gou ld in g  ( 1 999 : 865 )  pu t s i t " . . .  adop t in g  t h e  su b j e ct iv e  p osit ion  . .."  is p r ob lem at ic,  
esp ecia l ly  i f  t h e r e  is t o  be m o re  t h an  " .. .  j u s t  v e rb a t im  d escr ip t io n s ... [ and ]  som e  
in t e rp re t a t io n  b ecom es e s se n t ia l . .."  as,  o f  cou rse ,  it  m ost  ce r t a in ly  w ill.
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I t  h as been  a rg u ed  t h a t  h e rm en eu t ics can  be based  on  a rea list  o n t o lo g y ,  and  t h a t  
an a ly sis can  be m ade  t h ro u g h  g roun ded  t h eo r y  t ech n iq u es.  As I  have a lr ead y  
n o t ed ,  A lv esson  and  Sko lbe rg  ( 2 000 )  d iscu ss t h is an d  so  d o es M cAu ley  ( 2004 :  198)  
b u t  n e it h e r  do  it  w it h  m uch  en t h u siasm  o r  conv ict io n  and  I  r e j ect  f o r  t h e  p u rp ose  
o f  t h is r esearch ,  t h e  no t ion  t h a t  I  can  bo t h  a cco u n t  f o r  m y  su b j e ct iv ism  and  
m a in t a in  an  ob j ect iv e  st an ce .
I  have d escr ib ed  h e rm en eu t ics as an  in t e r p r e t iv ist  ap p roach .  How ever ,  som e  d r aw  
a d ist in c t io n  b e tw een  in t e rp re t iv ist  and  cr it ica l r esearch  ap p roach es.  As A lvesso n  
and  Dee t z ( 2 000 )  p u t  i t " .. . t h e  in t e llect u a l r o le  ... f o r  t h e  cr it ica l r esea rch e r  is ... 
o n e  o f  en ab lin g  an  op en  d iscou rse  am ong  t h e  v a r io u s so cia l st ak eh o ld e r s ...
[ ra t h e r ]  t h an  on e  o f  est ab lish in g  a su p er io r  in sig h t  o r  t h e  au t h o r it a t iv e  
e st ab l ishm en t  o f  a t r u t h  . . ."  ( p l3 9 ) .  T h is  g oes b ack  t o  m y  ea r lie r  p o in t  ab ou t  t h e  
h e rm en eu t ic  co n t in u um  ru nn in g  f r om  t h e  avu n cu la r  t o  t h e  revo lu t io n ary .  A lv esson  
( w it h  Dee t z now  ra t h e r  t h an  w it h  Sko lb e rg  as be fo re)  is say in g  t h a t  t h e  la t t e r  end  
o f  t h e  co n t in u um  is t h e  cr it ica l app roach ,  an d  t h a t  so u n d s r ig h t  t o  m e.  As t h ey  
sa id  ea r lie r  in t h e  sam e t e x t , " . . .  cr it ica l st u d ies h ave t h e  m o st  e x p lic it  se t  o f  v a lu e  
com m itm en t s,  and  m ost  d ir ect  a t t en t io n  t o  m oral and  e t h ica l issu es ... m uch  o f  t h e  
d iscou rse  h as a su sp ic io u s o r  t h e rap eu t ic  t o n e  . .."  ( A lv esson  an d  Dee t z 2 000 : 35 ) .  
W h ilst  n o t  m ak ing  an y  c la im  t o  a t h e r ap eu t ic  b en e f it ,  I  w o u ld  be co n t en t  t o  say  
t h is t h esis f i t s w e ll w it h  t h is d e f in it io n  o f  cr it ica l r esearch .
How ever ,  t h is d ist in ct io n  m ay  no t  be u t t e r ly  clear .  M y  aw a ren ess o f  t h e  p o lit ica l 
and  cu lt u ra l ch ar act e r ist ics in  t h e  research  en v ir o nm en t  an d  m y  assum p t io n s ab o u t  
t h e  su b j ect iv e  u n d erst an d in g s o f  t h o se  ch a ract e r ist ics b y  t h e  in d iv id u a l 
in t e r v iew ees,  p layed  a sig n if ican t  p a r t  in t h e  b ackg rou n d  o f  t h e  research ,  and  m u st  
be ackn ow led ged .  Som e  o f  t h e  in t e r v iew ees m ay  t a ke  t h e  v iew  t h a t  t h ey  a re  
act in g  in d epen den t ly  o f  t h o se  g enera l ch a ract e r ist ics,  and  I  ag r ee  w it h  t h e  
s t a t em e n t " . . .  w e  p a r t ic ip a t e  in  creat in g  w h a t  w e  exp e r ien ce  as in d ep en d en t  f r om ,  
and  ex t e rna l t o ,  o u r se lv es"  ( Joh nson  and  Du be r le y  2 000 : 63 ) .
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T h is leads t o  t h e  con clu sion  t h a t  o n e  can n o t  ex p ect  t o  f in d  a com fo r t ab le  
co n sen su s in  t h e  'o p en  d iscou rse '.  A lv esso n  and  Sko ld b erg  ( 2 000 : 1 20 )  p u t  it  w e ll 
" . . .  com m un ica t iv e  com p et en ce  is no  m o re  cap ab le  o f  o p t im iza t io n  t h an  an y  o t h e r  
so cia l a t t r ib u t e  o r  i d e a l ... it  is o f t en  a rg ued  t h a t  r a t io n a lly  g ro u n d ed  co n sen su s is 
o f t en  f u t i le  sin ce  real p re fe ren ces and  con f l ic t s o f  in t e r est  d o  n o t  u su a lly  y ie ld  t o  
t h e  f o r ce  o f  su p e r io r  a rg um en t " .  T h ey  say  t h a t  Haberm as h im se lf  adm it t ed  t h e  
p rob lem  ( pag e 121) ,  and  f o u n d  re fu g e in a d ist in ct io n  be tw een  leg it im a t e  and  
il leg it im a t e  com p rom ise ,  in w h ich  t h e  f o rm e r  is " . . .  r a t io n a lly  g roun ded . . . " ;  it  is n o t  
c lea r  h ow  t h is is assessed ,  w h o  f o r  exam p le  d ecid es w h a t  is leg it im a t e  an d  w h a t  
• illeg it im ate?
Cr i t ica l  t h e o r y  a n d  h e rm e n e u t ics
As a pa ir  cr it ica l t h eo r y  and  h e rm en eu t ics w o rk  w e ll t o g e t he r .  I t  is n o t  an  
in ev it ab le  par in g ,  h ow ever ,  as I  h ave a lr ead y  sa id  som e  au t h o r s w ou ld  lin k  
h e rm en eu t ics w it h  a rea list  on t o log y .  T h e  tw o  have q u it e  d if f e r en t  h ist o r ies;  
h e rm en eu t ics p red a t es cr it ica l t h eo ry  b y  cen t u r ies.  I n  an  adm it t e d ly  lig h t  h ear ted  
p assage A lvesso n  and  Sko ldb erg  co n t ra st  t h e  b ib lica l co n n ect io n  o f  h e rm en eu t ics 
w it h ,  in  t h e ir  v iew ,  t h e  an t i- r e lig io u s ou t lo o k  o f  cr it ica l t h eo ry .  Fo r  t h e  la t t e r " .. .  in 
so  f a r  as sa lv a t io n  com es in a t  a ll,  it  is a q u est io n  o f  be ing  sav ed  from r e lig ion  . .."  
( 2000 :  239) .  T h a t  m ay  be go in g  t oo  far ,  even  in j est ,  b u t  it  u n d e r lin e s t h e  p o in t  
t h a t  t h e  tw o  a re  n o t  au t om at ic bed  f e l low s b u t  a p a ir  t h a t  w o rk s w e ll in  t h e  co n t ex t  
o f  t h is r esearch .  ' ‘
R e f le x iv i t y
To  t h e  m ix  o f  cr it ica l t h eo ry  and  h erm en eu t ics I  m u st  n ow  add  ' r e f le x iv it y '.  Ne it h e r  
cr it ica l t h eo r y  n o r  h e rm en eu t ics is ab o u t  loo k in g  f o r  and  f in d in g  ab so lu t e  t r u t h s.  
Bo t h  requ ire in t e rp re t a t io n  and  su b j ect iv e  u n d er st an d in g  o f  d at a t h a t  is a lr ead y  
su b j ect iv e .  Th is m u lt ip le  su b j ect iv i t y  can  g iv e  r ise t o  m u lt ip le  r e - in t e rp re t a t io n  o f  
m a te r ia l w h ich ,  i f  t aken  t o  ex t rem es,  leads t o  t h e  p rob lem s, a lr ead y  d iscu ssed ,  o f
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n ever  en d in g  d eco n st ru ct io n  in p o stm odern ism .  Th e  p r o cess m u st  be m oderat ed  
and  u sefu l o u t com es f ou n d  and  t h e  m ech an ism  f o r  t h a t  is r e f lex iv it y .  A lv esso n  and  
Sko ld b er g  d e f in e  t h is as " .. .  r e f lect io n  ... in  con j u n ct io n  w it h  in t e rp re t a t io n  a t  
seve ra l leve ls . .."  ( 2000 :  238 )  b y  w h ich  t h ey  m ean  t h a t  d a t a ,  aw a ren ess o f  t h e  
in t e rp re t a t iv e  act ,  co n t ex t  an d  rep resen t a t io n  and  au t h o r it y ,  an d  t h e  w ay s each  o f  
t h ese  leve ls in t e r act  w it h  t h e  o t hers.  T h e y  em ph asise  w h a t  I  co n sid e r  t o  be t h e  
essen t ia l ch a r act e r ist ics o f  t h is w h en  t h ey  say  t h a t  r e f lex iv e  in t e r p re t a t io n  " . . .  
im p lie s t h e r e  a re  no se lf - ev id en t ,  sim p le  o r  u n am b ig u ou s ru les o r  p ro cedu res,  and  
t h a t  cru cia l in g red ien t s a re  t he  research er 's j u d g em en t ,  in t u it ion ,  ab il i t y  t o  'se e  and  
p o in t  som et h in g  o u t ... ' n o t  o n ly  w it h  t h e  dat a b u t  a lso  t h e  r esear ch e r  ou t sid e  t h e  
research  ro le and  w it h  t h e  read er "  ( Alv esson  and  Sko ld b erg  2000 :  248 ) .  T h e  
in t en t io n  o f  t h is p ro cess is t h a t  I , as a p ro fession a l p ract it io n e r ,  can  d r aw  sen sib le  
and  u sefu l co n clu sion s f r om  t h e  dat a t h a t  are,  w it h in  t h e  b o u n d s o f  m y  ap p roach  
d escr ib ed  h ere,  v a lid  and  au t ho r it a t ive .
M e t h od o lo g y
Th e re  a r e  severa l p ossib le  m e t h odo log ies f o r  t h is r esearch  t h a t  d id n 't  su it  m y  
pu rpose.  T h ese  ap p roach es req u ire  a search  f o r  a g en e ra lisab le  t r u t h  t h a t  is 
su f f ic ien t ly  d e f in ab le  a t  t h e  o u t se t  t o  a llow  ap p ro p r ia t e  q u est io n s t o  b e  asked ;  I  
w as lo ok in g  f o r  su b j ect iv e  and  con t ex t  sp ecif ic  'u n d er st an d in g s'.  I  r u led  ou t  
g r ou n ded  t h eo ry  b ecau se  t h e  dat a co llec t ed  w as n o t  t h e  o n ly  in p u t  t o  t h e  w o rk ;  
m y  ow n  kn ow led ge  and  com m itm en t  p layed  a par t .  Bu t  in t e r v iew in g  ( p e r h ap s 
m o re st r ict ly  a 'm et hod^ ,  e t h n og rap h y  and  d isco u rse  an a ly sis w e re  con sid e red .
As I  h ave a lr ead y  exp la in ed ,  I  st ar t ed  f r om  t h e  p osit io n  t h a t  t h e  su b j e ct iv e  
p e r sp ect iv e  o f  bo th  research er  and  in t e r v iew ee  m ade  a p u re ly  p o sit iv ist ic  st an ce  
im po ssib le  f o r  t h is w ork .  T h a t  is n o t  t o  say ,  h ow ever ,  t h a t  t h e r e  is no  ag reed  
so cia l co n st r u c t  t h a t  is ' le ad e r sh ip ' -  c lea r ly  o n e  can  se t  o u t  w it h  a d e f in i t io n  so  
t h a t  all w h o  ca re t o  can  sh are  it  -  b u t  I  d o  m a in t a in  t h a t  t h e  in t e r p r e t a t io n  t h a t  
in d iv id u a ls and  g rou p s p lace  on  su ch  a d e f in it io n  w ill d if f e r ,  n o t  j u s t  as a
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con seq u en ce  o f  t h e ir  ow n  su b j ect iv it y ,  b u t  a lso  t o  t a ke  acco u n t  o f  d if f e r en t  
sit u a t io n s and  d if f e r en t  socia l con st ru ct ion s.  W h en  t h e  d e f in it io n  o f  lead ersh ip  o r  
lead e rsh ip  b eh av iou rs em an a t es n o t  f r om  t h e  g rou p  it se lf  b u t  is im posed  f r om  
ou t sid e  ( o r  f r om  ab ove ,  as in D fES)  t h en  t h e  in t e rp re t a t io n  o f  it  is p r ob lem at ic,  and  
a sh ared  u n d er st an d in g  m ore d if f icu lt .
Et h n o g rap h y  h as a w e ll- ea rn ed  p lace in t h e  h ear t s o f  m an y  so cia l scien t is t s no t  
least  d u e  t o  t h e  p io neer in g  and  excit in g  w o rk  o f  p eop le  su ch  as Gar f in ke l.  Bu t  t h e  
p ict u re  t h a t  is g en e ra lly  pain t ed  o f  e t h n og rap h y  is o n e  o f  f u ll im m e rsion  in a 
cu lt u re  and  o f  w id e ly  d raw n  research  q u est io n s in v est ig a t ed  o v e r  a co n sid e rab le  
pe r iod  o f  t im e . Gill and  Jo h n son  ( 1 997 )  say  t h a t  e t h n o g rap h e rs " . . .  a r r iv e  a t  an  
u n d erst an d in g  o f  t h e  v a r io u s cu lt u r es and  su b - cu lt u re s p r ep o t en t  in ... 
o r g an iza t io n a l se t t in g s . . ."  and  t h a t  e t h n o -m e t h o do lo g ist s " . . .  a t t em p t  t o  u n co ver  
and  exam in e  t h e  't a ken  f o r  g r an t ed ' m ean in g s and  ex p ect a t io n s t h a t  u n d erp in  ... 
co u rses o f  act io n "  (Gar f in ke l,  cit ed  in  Gill and  Jo h n son  1994 : 97 -98 ) .  Bo t h  t h ese  
t h in g s ch im e  w it h  m e. Th e  f a ct  t h a t  I  am  in t h e  m id st  o f  t h e  a c t iv it ie s I  have 
research ed ,  m eans t h a t  I  am  w ell p o sit io ned  t o  u n d erst an d  ( su b j ect iv e ly  o f  co u rse )  
t h e  cu lt u re s and  m ean in g s in vo lved ,  and  m y v iew s a re  a lr ead y  co lo u red  by  t hem .  
T h is is a q u a lif y in g  con d it io n  f o r  u sin g  t h e  labe l 'e t h n o g rap h y ' a cco rd in g  t o  
A lv esso n  and  D ee t z ( 2000 : 200) .  Bu t  t h e  " . . .  st r u g g le  b e tw een  c lo sen ess and  
d ist an ce ,  b e tw een  be ing  f am ilia r  w it h  t h e  sit e  u n d e r  st u d y  and  be in g  ab le  n o t  t o  be 
cau g h t  by  t h is f am ilia r it y  . .."  ( Alv esson  and  D ee t z 2 00 0 : 208 )  r em a in s a ch a llen g e ,  
t o  be h and led  a t  least  in  p a r t  b y  re f lex iv it y .  Bu t  f o r  t h em ,  co n d u ct in g  in t e r v iew s is 
" . . .  an  im po r t an t  p a r t  o f  e t hnog raph y . . . " ,  n o t  it s w h o le ,  and  t h e  t e rm  'e t h n o g r ap h y '  
is b est  r ese rved  f o r " . . .  st u d ies in vo lv in g  lo n ger  p e r io d s o f  f ie ld w o r k  . . . "  in  w h ich  an  
" .. .  in t e re st  in  cu lt u ra l issues ..."  is a k ey  com p on en t  ( A lv esson  an d  D ee t z 2 000 : 75 ) .  
Cr o t t y  ( 1 998 )  t o o  m akes t h e  p o in t  ab o u t  t h e  d ep t h  o f  t h e  re la t io n sh ip  b e t w een  
resear ch e r  an d  su b j ect  w hen  he says,  " . . . f o r  e t h n og rap h y ,  t h en ,  as f o r  sym bo lic  
in t e r act io n ism  t h a t  n ow  com m on ly  f o rm s it s m a t r ix ,  t h e  n o t ion  o f  t a k in g  t h e  p lace  
o f  t h e  o t h e r  is cen t r a l"  ( 1998 : 76 ) .  Th e r e  is a st r o n g  e lem en t ,  t h e r e fo r e ,  o f  m o re  
t h an  reco rd in g  and  learn in g  abou t  t h e  p e r sp ect iv es o f  in t e r v iew ees.  O n e  n eed s
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a lm o st  t o  b ecom e on e  o f  t h em ,  t o  be d raw n  in t o  t h e ir  cu lt u re ;  in m y  case  I  w as 
a lr ead y  in  t h e  cu lt u re ,  a m em ber  o f  t h e  sam e g rou p  o f  p eop le  as m y  in t e r v iew ees.  
Bu t  I  st ar t ed  t h is r esearch  w it h  no real in t en t ion  o f  in vest ig a t in g  'cu lt u r e '  in t h e  
sen se  o f  an  o verall w ay  o f  b ehav ing ;  n o r  w as I  con t em p la t in g  a st u d y  ' in v o lv in g  
lo n g e r  p e r iod s o f  f ie ldw o rk '.
W h ilst  I  t h in k  m y  ap p roach  w ou ld  p robab ly  q u a lif y  in  p ar t  a s e t h n og rap h ic ,  I  am  
n o t  in t end in g  t o  im m erse  m y se lf  in , o r  exp lo re ,  t h e  cu lt u r e  o f  t h e  g ro u p  o f  
in t e r v iew ees,  and  t h e re  is no in t en t io n  a t  t h is st ag e  o f  a lon g  t e rm  per iod  o f  f ie ld  
w o rk ,  o r  a lo n g it u d in a l st udy .  T o  use t erm ,  t h e re fo re ,  w ou ld  be m islead in g .
A  co lleag u e  o f  m ine  is r esearch ing  in t h e  h e rm en eu t ic  m an n er  u sin g  d isco u rse  
an a ly sis as a t oo l.  Th e r e  w as t h e  op p o r t u n it y  t o  do  t h e  sam e m y se lf  b ecau se  t h e  
ou t p u t s f r om  m y  in t e r v iew s a re  t r an scr ip t s o f  w h a t  w as sa id ,  o f  t h e  w o rd s u sed  a t  
t h e  t im e  an d  in t h e ir  con t ex t .  A  sim p le  an a ly sis o f  t h a t  m ay  n o t  be en ou gh  t o  
d isco v e r  w h e t h e r  t h e r e  are u n d er ly in g  t h em es rep eat ed  in  t h e  in t e r v iew s,  w h ich  
m ig h t  t h r ow  lig h t  o n  t h e  m ean in g  g iv en  t o  t h e  t e rm  ' le a d e r sh ip '  b y  in d iv id u a l 
in t e r v iew ees o r  by  g ro u p s o f  t hem .  Th e  d om in an t  d isco u rse ,  t h e  Depa r tm en t 's 
ow n  p u b lish ed  st an d  on  leadersh ip ,  m ay  com e  t h r ou g h  w h e t h e r  o r  n o t  
in t e r v iew ees w an t  it  t o ,  and  w h e t h e r  o r  n o t  it  is t h e  m ean in g  t h e y  w ou ld  o t h e rw ise  
use. T h is is d o u b ly  so  b ecau se  t h e  in t e r v iew s w ere  in t h e o f f ice ,  w it h  a research er ,  
m e, w h o  is a co lleag u e ,  and  w ill be p ub lish ed ,  a lb e it  an o n ym ou sly .  I  con sid e r ed  
t ech n iq u es t o  help  m e st r ip  o f f  t h o se  layers o f  con f u sion  and  a t t em p t  t o  id en t if y  
t h e  u n d er ly in g  posit ion .  So  d iscou rse  an a ly sis m ig h t  have b een  a t o o l t o  h e lp  m e 
u n derst an d  b e t t e r  w h a t  p eop le  u n derst ood  b y  t h e  t erm .
D iscou rse  an a ly sis " . . .  im p lies a cr it ica l cr it iq u e  o f  t h e  so - ca lled  rea list ic  v iew  o f  
lan g uage . .."  and  " .. .  em p h asises t h a t  lan g u age is b y  it s n a t u re  m e t ap h o r ica l,  
f ig u r a t iv e  and  co n t e x t - d e p en d en t . . ."  ( A lvesson  and  Sko lb e rg  2 00 0 : 20 2 ) .  T h is 
assum es a n um ber  o f  t h in g s in clu d in g  t h a t  " ... lan g u age  is b o th  co n st r u c t ed  and  
con st ru ct iv e  ... t h e  sam e p hen om enon  can  be d escr ib ed  in seve ra l d if f e r e n t  w ay s
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... t h e r e  is n o  f o o lp r oo f  w ay  y e t  o f  h and lin g  t h ese  v a r ia t io n s . .."  ( Po t t e r  and  
W e t h e re ll ( 1 987 : 35 ) ,  in A lv esson  and  Sko lbe rg  2 000 : 205 ) .  T h e  a im  is t o  t r ea t  
w h a t  t h e  in t e r v iew ees say  in  it s ow n  r igh t ,  t ak in g  in t o  a cco u n t  n u an ces,  
con t rad ict io n s and  a r eas o f  v ag u en ess,  bu t  n o t  add in g  in  n o t io n s ab o u t  w h a t  m ay  
h ave  been  m ean t .
O f  cou rse ,  o ne  cou ld  ex t end  -  o r  w id en  -  t h is ap p roach  t o  in clu d e  p ost ­
st r u ct u r a lism  and  Ba r t h es'  'd ea t h  o f  t h e  au t h o r ' ( Bar t h es 1 977  q u o t ed  in Cr o t t y  
1 998 : 2000 ) ,  w h ich  f o cu ses f irm ly  on  t h e  t e x t  r a t h e r  t han  t h e  in t en t io n  o f  t he  
au t ho r .  O r  b r in g  in  Der r ida and  h is v e rsio n  o f  d econ st ru ct io n .  Der r id a said  t h a t  
sp eech  has been  t r ad it io n a lly  p r iv ileged  as be ing  c lo se r  t o  t r u t h  t h an  t h e  w r it t en  
w o rd .  Der r id a ca lled  t h is p hon ocen t r ism ,  and  a rgued  ' t h e r e  is n o t h in g  ou t sid e  t h e  
t e x t '  ( see Cro t t y  1998 : 207 ) .  Fo r  Joh n so n  and  Duber ley ,  t h e  d i f f icu lt ie s o f  r e la t iv ism  
a re  ra ised  b y  Der r id a 's a rgum en t ,  w h ich  t h ey  d iscu ss in  t h e ir  ch ap t e r  on  
p o stm oder n ist  ep ist em o log y .  T h e y  say  t h a t  w o rd s f o r  Der r id a h ave  " .. .  no  sin g le  
d iscov er ab le  t r u e  m ean in g ,  o n ly  n um erou s d if f e r en t  in t e rp re t a t io n s ... s ig n if ie r s g e t  
t h e ir  m ean in g  o n ly  f r om  o t h e r  sig n if ie r s w it h in  lan g uage . . . "  ( Joh n son  an d  Du ber ley  
2 000 : 96 ) .  Cr o t t y  has Der r id a in  h is sect ion  on  p ost - st r u ct u ra lism  and  q u o t es W o lin  
as say in g  " .. .  [ Der r ida]  has in t en t io n a lly  avo id ed  asso cia t in g  d eco n st r u c t io n  w it h  
t h e  p ostm odern  t u rn  in cr it ic ism  and  t h e  a r t s . . ."  (W o lin  1992 ,  in  Cr o t t y  1998 : 209 ) :  
M an n in g  and  Cu llum -Sw an  ( 1 998 : 255 )  w ou ld  ag ree.
Fo r  m e,  and  f o r  h e rm en eu t ics m o re genera lly ,  t h e  key  issu e  is t o  se e k  t o  
u n d erst an d  h ow  peop le  m ake sen se  o f  t h e ir  e v e ry d ay  lives.  W h ilst  in t e r v iew  t ex t s 
a re  d ep en den t  on  t h e  cu lt u ra l and  o rg an isa t io n a l co n t ex t  an d  on  t h e  em o t io n a l 
st a t e  o f  t h e  p eop le  in vo lved ,  t o  accep t  t h a t  t h e  cu lt u ra l b o u n dar ie s a r e  re -d raw n  
( in  par t )  b y  t h e  w o rd s u sed  in t h e  in t e r v iew  is t o  t a ke  t h is issu e  t o o  f a r  ( t o  ach iev e  
cu lt u ra l ch an g e  w ou ld  in vo lv e  p e rsu ad in g  o t h e rs w h e reas t h e  in t e r v iew  is a on e- t o -  
o n e  ev en t  w it h  g a in in g  a b et t e r  u n d erst an d in g  o f  p h en om en a  u n d e r  co n sid e r a t io n ,  
t h e  goal) .  T h is w ou ld  be rep resen t ed  in  in t e r v iew  t ech n iq u es b y  t h e  socia l 
co n st r u c t io n ist  schoo l,  w h o se  a im  is n o t  t o  " . . .  ga in  in sig h t  in t o  t h e  ' r e a l '  ex p e r ie n ce
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o f  t h e  in t e r v iew ee  . .."  ( King  2004 :  13)  b u t  t o  ex p lo re  t h e  d iscu r siv e  p ract ices 
ava ilab le .  W h e t h e r  o r  n o t  t h e  p rop on en t s o f  d isco u rse  an a ly sis an d  p ost ­
st r u c t u r a lism  a re  r ig h t ,  t o  f o l low  t h e ir  lead  w ou ld  t a k e  m e aw ay  f r om  m y  goa l,  and  
m ade  t h e in t e r v iew ees w o rk  sep a ra t e  f r om  t h e  in t e r v iew ees t h em se lves.  My 
in t e r v iew s f o llo w  t h e m odel King  ( 2004 :  12)  ca lls 'p h en om en o lo g ica l '  w h e re  t h e  
research e r 's p re -u n d erst an d in g s a re  id en t if ied  and  p ersona l r e f lect io n  is a 
n ecessit y .
How ever ,  f o r  m e t h e  im po r t an ce,  and  t h e  in ev it ab ilit y ,  o f  m y  ow n  su b j e ct iv it y  
b e in g  p ar t  o f  t h e  research  ru les o u t  d iscou rse  ana lysis,  if  t h a t  im p lie s re ly in g  so le ly  
on  t h e  t e x t  o f  in t er v iew s.  My  ow n  ro le as in t e r v iew e r  w ill h ave a lr ead y  co lou red  
t h e  t ex t s.  I  am  t h e re fo r e  som ew h ere  betw een  t h e  t o t al im m er sion  o f  e t h n o g rap h y  
and  t h e  com p ara t iv e  d ist an ce  o f  d iscou rse  ana ly sis.
M e t h od s
Th e  f o cu s o f  t h e  research  is t h e  in d iv id u a l r esp on den t 's in t e rp re t a t io n  o f  t h e  t erm  
' lead er sh ip '.  On e  cou ld  co lle ct  dat a ab o u t  t h is in seve ra l w ays,  f o r  ex am p le  by  
q u est io n n a ire ,  p a r t ic ip an t  o b serva t io n ,  o r  b y  in t e r v iew .  T h e  f ir st  t w o  seem ed  t o  
m e in ap p rop r ia t e .  I n  a h e rm en eu t ic app roach  on e  d o esn 't  k n ow  w h e re  t h e  
research  w ill t a k e  one , so  f r am in g  a sin g le  se t  o f  v a lid  q u est io n s b ecom es 
im possib le .  T h e  q u est io n s w ou ld  in ev it ab ly  lead  t h e  r e sp o n d en t  an d  d r iv e  t h e  
r esp on ses,  w h ich  is t h e  opposit e  o f  t h e  ap p roach  I  w an t ed .  Ne it h e r  d o  I  b e liev e  
one  se t  o f  q u est io n s w ou ld  be r ich en ou g h  t o  d e lv e  f a r  b en ea t h  t h e  su r f ace ;  n o r  
f le x ib le  enou gh  t o  co ve r  t h e  g roun d  f r om  t h e  va r ied  p e r sp ect iv es o f  in d iv id u a l 
in t er v iew ees.
Pa r t ic ip an t  o b se rva t io n  w ou ld  be v e ry  in t e rest in g ,  b u t  sin ce  m y  in v o lv em en t  w ou ld  
ch an ge  t h e  b eh av iou r  o f  t h e  p ar t ic ip an t s in  w ay s I  cou ld  n o t  f o r e see  t h e  d a t a  I  
w ou ld  ob t a in  w ou ld  be o f  l im it ed  va lu e .  I n  ad d it io n ,  sin ce  I  w o rk ed  w it h  t h e  
in t e r v iew ees I  p refer red  t o  have a ca re fu lly  d e f in ed  p er iod  w h en  d a t a co l le ct io n
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w as h appen in g  and  w h en  it  w as not .  I n  o rd e r  t o  o f f se t  as f a r  as is p ract ica l f o r  t h e  
so cia l con st ru ct io n ism  o f  dat a co llect io n ,  it  is b e t t e r  t o  u se in t e r v iew s as a m et hod  
o f  co llect in g  t e x t  f o r  la t e r  ana ly sis.  T h is had  tw o  o t h e r  bene f it s:  f ir st ,  I  cou ld  v e ry  
sim p ly  say  t o  t h e  in t e r v iew ees t h a t  t h e ir  in t e r v iew s rep resen t ed  t h e  f u ll e x t en t  o f  
t h e ir  en g agem en t  in  m y  research  t h u s c lea r ly  l im it in g  t h e ir  in vo lv em en t ;  secon d ,  it  
m ade m y  j o b  as research e r  m o re  st r a ig h t f o rw ard  and ,  p e rhap s,  easier .
On e  o f  t h e  key  asp ect s o f  in t e r v iew in g  is t h e  p ossib il it y  o f  d e lib e ra t e ly  en g in eer in g  
an  in t e ract iv e  re la t io n sh ip  w it h  t h e  in t e rv iew ee.  I  sp ec if ica lly  loo ked  f o r  t w o  t h in g s 
in  t h e  in t e r v iew s and  t h e  la t e r  ana ly sis;  f ir st ,  f o r  t h e  in t e r v iew ee  t o  st ee r  m e aw ay  
f r om  t h ose  asp ect s o f  leadersh ip  t h a t  t h e y  do  no t  r ecog n ise  as im po r t an t ,  an d  t o  
g u id e  m e t ow ard s on es e it h e r  a lr ead y  u n d er  con sid e ra t io n  o r  n o t  t h a t  t h e y  t h o u g h t  
im po r t an t ,  and  secon d ly ,  t o  t r y  t o  id en t if y  how ,  if  a t  a ll,  t h e  civ il se r v ice  t op  
m an agem en t  r h e t o r ic is be ing  m ade in t o  'com m on  sen se '  b y  t h e  in t e r v iew ees,  and  
t h e  e f f e c t  t h a t  has on  t h e ir  in t e rp re t a t io n  o f  t h e  rh e t o r ic and  t h e ir  d a ily  l ives.  Th e  
in t e ract iv e  p a r t  o f  t h e  p ro cess w as a v e ry  im po r t an t  in g red ien t  t h a t  is m issin g  f rom  
o t h e r  m e thods.
So  I  ch ose  t o  u se in t e r v iew s as m y  m et hod .  A lv esso n  and  Dee t z ( 2 000 : 194 )  
d escr ib e  in t e r v iew s as a " ... d if f icu lt  b u t  h ig h ly  u sefu l m et hod  . . ."  I t  is " . . .  t h e  m ost  
com m on  m ethod  o f  d at a  g a t he r in g  in  q u a l it a t iv e  research  . . . " ( K in g  2 004 : 11 ) ,  
w h ich  is f lex ib le ,  w e ll u nderst ood  by  p a r t ic ip an t s,  and  d e l iv e r s r ich  da t a  ( Kin g  
1 994 : 14 ) .  I  l ike Kva le 's d e f in it io n  o f  a q u a lit a t iv e  research  in t e r v iew  w h ich  is " an  
in t e r v iew ,  w h ose  pu rp ose  is t o  g a t h e r  d escr ip t io n s o f  t h e  lif e -w o r ld  o f  t h e  
in t e r v iew ee  w it h  r esp ect  t o  in t e rp re t a t io n  o f  t h e  m ean ing  o f  t h e  d escr ib ed  
p h en om ena" ,  t o  w h ich  he added  " n e it h e r  in  t h e  in t e r v iew  p hase  n o r  in  t h e  la t e r  
an a ly sis is t h e  p u rpose  p r im ar ily  t o  ob t a in  q u an t if iab le  r e sp o n ses"  ( q u o t ed  b y  King  
1 994 : 14 ) .
I t  is a lso  w o r t hw h ile  r e f lect in g  on  t h e  p o in t  t h a t " . . .  m o st  p eop le  lik e t a lk in g  ab o u t  
t h e ir  w ork . . .  b u t  r a re ly  have t h e  op p o r t u n it y  t o  d o  so  w it h  in t e rest ed  o u t s id e r s"
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( Kin g  2 004 : 21 ) .  Th is m eans t h ey  m ay  be p rone  t o  ex ag g era t io n  o r  o ve r ­
en t h u siasm  and  t h a t  n eed s t o  be con sid e red  in  t h e  ana ly sis.
I ssu e s t o  co n sid e r  in r e se a r ch in g  b y  in t e r v ie w
I n t e r v iew s can  range  in t y p e  f r om  sp o n t an eo u s t o  so  st r u c t u r ed  t h a t  t h e  
in t e r v iew e r  sco r es resp on ses in a m ath em at ica l m anner . T h e  ro le  o f  t h e  
in t e r v iew ee  ch an ges a long  t h e  sam e con t in u um ,  f r om  p a r t ic ip an t ,  h e lp in g  t o  shape 
t h e  cou r se  o f  t h e  in t e r v iew ,  t o  sub j ect ,  r esp ond in g  t o  f ix ed  q u est io n s.  King  ( 1 994 )  
id en t if ies a m idd le  posit ion ,  w h ich  he ca lls 'st r u c t u red  o p en - r esp on se  in t e r v iew s',  
w h ich  he adm it s su f f e r s f r om  be in g  " . . .  n e it h e r  f ish  n o r  f o w l . . ."  ( Kin g  1 994 : 16 ) .  
I n t e rest in g ly ,  he a lso  id en t if ies t h e  p r ob lem at ic in t e r v iew er / in t e r v iew ee  re la t io n sh ip  
t h is can  sp aw n ,  as t h e  la t t e r  is n e it h e r  so le ly  a p a r t ic ip an t  n o r  so le ly  a sub ject .
T h e  ro le o f  in t e r v iew ee  as p a r t ic ip an t  is k ey  t o  h e rm en eu t ics,  so  I  d id  n o t  co n d u ct  
in t e r v iew s in w h a t  Marshall con sid e rs t h e  t r ad it io n a l w ay ,  w it h  a c le a r  d ist in ct io n  
be tw een  in t e r v iew er  and  in t e rv iew ee.  On  t h e  o t h e r  h and ,  as Mar sh a ll p u t s i t "  ... 
d iscou rse  an a ly st s see  t h e  in t e r v iew  as a f o rm  o f  so cia l in t e ract io n  and  t h e  
in t e r v iew er 's con t r ib u t io n  is seen  t o  be im po r tan t .  Bo t h  in t e r v iew e r  and  
in t e r v iew ee  a re  seen  as con st r u ct iv e ly  d raw in g  on  a range  o f  in t e r p r e t iv e  resou rces 
w h ich  a re  o f  in t e rest  in  t h e  su b sequ en t  a n a ly sis"  (M arsh all 1 994 : 95 ) .  King  
g en e ra lises t h e  sam e po in t  and  ap p lies it  t o  q u a lit a t iv e  in t e r v iew s in  g e n e r a l" . . .  t h e  
re la t io n sh ip  is p a r t  o f  t h e  research  p rocess,  no t  a d ist r act io n  f r om  i t . . . "  ( 2 004 : 11 ) .  
How ever ,  Marshall g oes on  t o  say  t h a t  in t e r v iew s in d isco u rse  an a ly sis a r e  no t  
seen  as a " . . .  a m eans o f  m easu r in g  t h e  g en u in e  v iew s o f  a p a r t ic ip a n t . . . "  b u t  as 
" . . .  a m eans o f  exp lo r in g  t h e  v a r ied  w ays o f  m ak in g  sen se  ... av a ila b le  t o  
p a r t ic ip an t s . . ."  (Marshall 1994 : 95 ) .  He say s t h e  con cern  is n o t  a t  t h e  leve l o f  t h e  
in d iv id u a l in t e rv iew ee.  T h is w as go in g  t o  f a r  in  t h e  o p p o sit e  d ir ec t io n ,  h en ce  m y  
re ject io n  o f  d iscou rse  an a ly sis as a m et hod  f o r  t h is r esearch .  W h a t  is im po r t an t  is 
t h a t " . . .  t h in g s t h a t  a re  sim p le  t o  ... ex t r ac t  f r om  in t e r v iew s a re  n o t  r ea lly  w h a t  
cr it ica l t h eo r y  sees as an  essen t ia l su b j e c t  o f  r e sear ch "  ( A lv esson  and  Sko ld b er g
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2 0 0 0 : 1 3 1 ) .  So  n am es an d  d a t es,  f o r  e x am p le ,  m ay  b e in t e r e st in g ,  an d  a r e  sim p le  
t o  e x t r a c t ,  b u t  t h e  co re  o f  t h e  in t e r v iew  is t h e  in d iv id u a l 's  u n d e r st a n d in g  an d  t h a t  
m ay  n o t  b e a t  a ll e a sy  t o  sy n t h esise .
Gen d e r e d  in t e r v iew s ra ise  t h e  sam e  issu e  f r om  a n o t h e r  p o in t  o f  v iew .  Fo n t a n a  an d  
Fre y  ( 1 9 9 8 : 6 5 )  a r g u e  t h a t  t h e  ' t r a d i t io n a l '  f o rm  o f  in t e r v ie w  is " . . .  em b e d d e d  in t h e  
m ascu lin e  cu lt u r e  . .. "  an d  e x c lu d e s " . . .  t r a i t s  su ch  as se n sit iv i t y ,  em o t io n a l it y ,  an d  
o t h e r s t h a t  a r e  cu lt u r a l ly  v iew ed  as f em in in e " .  A  w a y  t o  r e d r e ss t h is  im b a la n ce  
t h e y  su g g e st  is " . . .  t h e  d e v e lo pm en t  o f  a c lo se r  r e la t io n sh ip  b e t w een  in t e r v iew e r  
an d  t h e  r e s p o n d e n t . . . "  t o  e r a d ica t e  t h e  ' t r a d i t io n a l '  h ie r a r ch ica l r e la t io n sh ip .  T h is  
is a ll c r i t ica l f o r  m e.
Usin g  K in g 's  ch e ck l is t s  ( K in g  1 9 9 4 : 1 6 - 1 7  o r " . . .  in t e r v ie w  g u id e . . . "  ( K in g  2 0 0 4 : 1 5 ) ,  
an  in t e r e st in g  ca su a l isa t io n ,  o r  p e r h ap s,  Am e r ica n isa t io n ,  o f  t e rm in o lo g y  o v e r  10 
y ea r s)  it  w a s c le a r  t h a t  I  n eed ed  t o  co n s id e r  w h a t  he ca lls  a 'q u a l i t a t iv e  r e se a r ch '  
in t e r v iew  ra t h e r  t h an  a 's t r u c t u r e d '  o r  'o p e n - r e sp o n se '  in t e r v iew ;  Sa u n d e r s  e t  al 
( 1 9 9 7 : 2 1 2 )  ca ll t h is ' in - d e p t h '  o r  'n o n - d ir e c t iv e '.  Fu r t h e r ,  Fo n t a n a  an d  Fr e y  
( 1 9 9 8 : 5 6 )  su g g e st  t h a t  u n st r u c t u r ed  in - d ep t h  in t e r v iew in g ,  w h ich  t h e y  ca ll 
e t h n o g r a p h ic  in t e r v iew in g ,  g o e s h an d  in h an d  w it h  p a r t ic ip a n t  o b se r v a t io n .  T h a t  is 
a st e p  f u r t h e r  t h an  I  in t en d  f o r  r e a so n s d iscu ssed  ab o ve .
I  in t e r v iew ed  12 civ il  se r v an t s in  t h e  D ep a r t m en t  f o r  Ed u ca t io n  an d  Sk i l ls ,  in  
Sh e f f ie ld .  T h e  n um b e r  w as n o t  f ix ed  in  a d v an ce  an d  w a s in  t h e  en d  d e t e rm in e d  b y  
t h e  e x t e n t  t o  w h ich  I  r e ach ed  a f o rm  o f  'c lo su r e '.  W h e t h e r  t w e lv e  is a su f f ic ie n t  
n u m b e r  is a in t e r e st in g  q u est io n .  As Kin g  sa y s t h is  is " . . .  n o t  so le ly  a m a t t e r  o f  
r e sea rch  lo g ist ics . . . "  a l t h o u g h  t h a t  w as an  im p o r t a n t  co n sid e r a t io n  in  m y  case .  
I n t e r v iew s n eed  t o  be p lan n ed ,  sch ed u led ,  co n d u c t e d ,  an d  t h e  t e x t s  t y p e d  an d  
an a ly sed ,  so  a la rg e  n um b e r  is u n feasib le .  T h e  v a l id i t y  o f  t h e  r e sea r ch  o u t p u t s  
d e p e n d s n o t  on  v o lu m e  b u t  on  t h e  e x t e n t  t o  w h ich  a " . . .  t a sk  d o e s n o t  r e q u ir e  a 
la rg e  n um b e r  o f  t e x t s  t o  e n su r e  r e p r e sen t a t iv e n e ss,  as it  is a ssu m ed  t h a t  t h e se  
p r a c t ice s an d  r e so u r ce s a r e  sh ar ed  w it h in  a so c ia l co n t e x t . . . "  ( K in g  2 0 0 4 : 1 6 ) .
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Neit h e r ,  o f  cou rse,  even  w it h  a la rge n um ber  o f  t ex t s,  can  w e  be su re  o f  cap t u r in g  
all v iew po in t s,  so  com p le t e  com p reh en siv en ess is u n a t t a in ab le  bo t h  t h eo re t ica lly  
and  p ract ica lly .  So  w e  m ust  accep t  t h a t  t h e  in t e r v iew s in t h is s t u d y  cap t u re  a 
sam p le  o f  t h e  v iew s held .  An d  t h a t  no  on e  in t e r v iew  can  be p r iv ileg ed  o ve r  o t h e rs 
-  all a re  o f  equa l v a lid it y .  As w e  w ill see,  even  a sam p le  o f  t h is  size  sh ow s a 
co n sid e r ab le  co n sen su s o f  v iew s on  t h e  m ain  issu e  an d  t h u s ex t en d in g  t h e  
in t e r v iew  sch edu le  t o  15 o r  20  peop le  is u n lik e ly  t o  have t h r ow n  up  f u n d am en t a lly  
n ew  in sigh t s.  T h e  m a j o r it y  w er e  w it h  D iv isiona l M an ag er s ( w it h  t y p ica lly  b e tw een  
30  and  50  st a f f )  and  Team  Leaders ( w ho  u su a lly  h ave  b etw een  8 and  12 st af f ) .  
Tw o  w e re  w it h  D irect o r s lin e  m anag ing  D iv isiona l M anagers.  I  am  in  t h is  g rou p  
m y se lf  and  knew  m ost ,  b u t  n o t  a ll,  o f  t h e  in t e r v iew ees w ell.
I t  w ou ld ,  o f  cou rse ,  h ave been  p ossib le  t o  se lect  m y  in t e r v iew  sam p le  d if f e ren t ly ,  
e it h e r  b y  g rade  o r  lo cat ion ,  f o r  exam p le.  I  h ave  ch osen  t h e  g rad es I  have b ecau se  
t h e y  have bo th  c lea r  sen io r  m an agem en t  f u n ct io n s an d  resp on sib il i t ie s as w e ll as 
sen io r  w o rk  respon sib il it ies.  As t o  locat ion ,  t h e  Depa r tm en t  h as o f f ice s in  Lon don ,  
Dar lin g t on  and  Ru nco rn  as w e ll as Sh e f f ie ld ,  so  com p ara t iv e  st u d ies o f  t h e  sam e 
issu es in d if f e ren t  loca t io n s cou ld  have been  ca r r ied  ou t .  O r  in deed ,  s t u d ie s in 
d if f e r en t  Go v er nm en t  d ep ar tm en t s cou ld  be m ade.  Bu t  t h a t  w ou ld  h ave  
b road en ed  t h e  en q u ir y  con sid erab ly ,  and  f o r  p ract ica l p u rp oses I  d ec id ed  t o  k eep  
t o  Sh ef f ie ld .
I n  se lect in g  in t e r v iew ees I  w as aw are  o f  t h e  d an g e rs o f  b ias in  se lect in g  t h o se  I  
k n ow  w ell,  o r  w hom  I  t h in k  in t e rest in g  o r  im po r t an t ,  o r  w h o  a re  easily  accessib le .  
O f  cou rse,  in t e r v iew ees cou ld  be se lect ed  random ly .  I n  t h e  e v en t  I  ch o se  t o  
in t e r v iew  all t h e  D iv isio na l M anagers ( DMs)  in o n e  p o l icy  a rea,  t h u s red u c in g  
se lect io n  b ias,  p lu s a se lect io n  o f  t eam  lead ers ( t h e  g rad e b e low  DM)  an d  f o rm e r  
DMs,  and  tw o  D irect o r s ( t he g rade  ab ove  DM)  t o  g iv e  a b a lan ce  o f  v iew s.  I  w as 
a lso  no t  o ve r ly  con cern ed  ab o u t  w h e re  t o  co n d u ct  in t e r v iew s - 1 u sed  in t e r v iew ees 
ow n  o f f ices o r  a neu t ra l o f f ice  in  t h e  sam e bu ild ing .
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I n  Ch ap t e r  7, u n d er  t h e  h ead ing  o f  p ersonal r e f lex io n s,  I  d iscu ss t h e  p ossib le  
im pact  o f  m e on  m y  in t e rv iew ees.
T h e  in t e r v iew s w er e  t ap e  reco rded  and  t r an scr ib ed .  T h e  t e x t s w e re  an a ly sed  f ir st  
u sin g  a so f tw ar e  package ca lled  NVivo ,  w h ich  is u sed  f o r  cod in g  t e x t  and  co lla t in g  
re la t ed  p assages.  T h e  u se o f  w h a t  m ig h t  be d escr ib ed  as a p o sit iv ist ic  ( o r ,  
p erh ap s,  m odern ist )  t o o l in  a cr it ica l se t t in g  is j u st if ie d  by  t h e  sig n if ican t  ro le o f  t h e  
research e r  in t h e  cod in g  p ro cess even  w it h  a so f t w a re  package .  Decid in g  which*  
ca t eg o r ies t o  se t  and  w h ich  p ieces o f  t e x t  sh ou ld  f a ll in t o  w h ich  ca t eg o r ie s w as 
su b j ect iv e ,  and  t h e  su ccess o f  t h a t  p a r t  o f  t h e  ven t u r e  can  be j u d g ed  in r ead ing  
Ch ap t e r s 4 ,  5 and  6. T h e  use o f  NVivo  h e lped  t o  m arshall t h e  p ieces o f  t e x t  in  a 
w ay  I  w as com fo r t ab le  w it h ;  cu t t in g  and  past in g  p ieces o f  p ap e r  on t o  a large ro ll 
o f  p ap er  -  as p ract iced  by  som e b efo re com p u t e rs w e re  com m on p lace  and  st il l 
u sed  b y  som e t o d ay  -  w ou ld  have d on e t h e  sam e j o b ,  b u t  m uch  m o re  slow ly .
T h is p ro cess a llow ed  m e t o  id en t if y  t h em es t h a t  w e re  com m on  a cr o ss m an y  o r  all 
in t e r v iew ees,  and  t o  id en t if y  d if f e ren ces.  W h ere  t h ese  com m on  t h em es su p po r t ed  
h u n ch es com in g  ou t  o f  t h e  w o rk  repo r t ed  in Ch ap t e r  3 t h en  t h e  h u n ch  w as n ow  t o  
a g rea t e r  o r  lesse r  ex t en t  con f irm ed  and  cou ld  be a llow ed  t o  su g g est  a con clu sion .  
Su ch  t h em es w e re  su b j ect ed  t o  f u r t h e r  t est s ag a in st  t h e  l it e r a t u r e  t o  b u ild  t h em  up  
in t o  su bst an t ia l ev idence .
D if f e ren ces cou ld  in  t h em se lv es be su g gest iv e  b u t  w h er e  t h e  d a t a  f a ile d  t o  su p p o r t  
a hu nch ,  it  w as d ropped .
NVivo  o f  cou rse  is a t ech n ica l so lu t io n ;  t he  key  issu e  is h ow  t o  co d e  t h e  da ta ,  f o r  
exam p le  w h a t  g rou p in g s t o  use, w it h in  w h ich  g r o u p s sh ou ld  t h e r e  be f u r t h e r  
d iv isio n s,  and  t h e  w o rd s t o  use t o  d escr ib e  ( o r  n am e)  t h e  g rou p s.  T h en  t h e r e  is 
t h e  issu e  o f  h ow  t o  d ecid e  w h ich  t e x t  is assig n ed  t o  w h ich  g r o u p  o r  su b -g ro u p ,  or ,  
a t e ch n iq u e  t h a t  NVivo  m akes easy ,  t o  w h ich  g r o u p s i f  t h e  t e x t  cou ld  ap p ly  t o  
m o re t h an  one.
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Th e  p rocess is sim p le  t o  d escr ib e  i f  com p lex  an d  v e ry  t im e  co n sum in g  t o  w o rk  
t h rou g h .  Th e  in t e r v iew  t r an scr ip t s p rod u ced  a m ass o f  d at a w h ich  cou ld  be 
assem b led  in  genera l t e rm s ag a in st  t h e  a reas f o r  q u est io n in g  se t  o u t  in  t h e  annex .  
Fo r  exam p le ,  t h e re  w er e  dat a in each  in t e r v iew  t h a t  f it t ed  u n d er  t h e  genera l 
h ead in g  o f  'w h a t  m akes a good  lead er ' and  o t h e r  dat a t h a t  f it t ed  u n d er  ' lead e rsh ip  
and  M in ist e rs'.  T h ese  b road  h ead in g s w e re  t h en  b roken  d ow n  in t o  su b -h ead in g s 
su g gest ed  n o t  b y  t h e  a r eas f o r  q u est io n in g  b u t  by  t h e  dat a it self ;  t h a t  is, t h e  
in t e r v iew ees w e re  u n con sciou sly  g en era t in g  n ew  su b -h ead in g s,  an d  su b - su b -  
h ead in gs,  t h a t  b ecam e ap pa ren t  o n ly  on ce  t h e  in t e r v iew  d a t a  w as an a ly sed .  Su b ­
h ead in g s n eeded  t o  be su ppo r t ed  b y  dat a f r om  severa l in t e r v iew s i f  t h e y  w e re  t o  
b ecom e su b st an t iv e  issu es f o r  co n sid e ra t io n ,  a lt h ou gh  on e  o r  t w o  u n su ppo r t ed  
com m en t s have been  in clu ded  w h ere  t h e y  add  a p a r t icu la r  in sig h t  ( and  w h er e  t h a t  
h as h ap pen ed  t h e y  a re  c lea r ly  d escr ib ed  as o n e - o f f  st a t em en t s) .
So ,  f r om  a sin g le  m ass o f  d at a,  b road  h ead in g s in  t h e  in t e r v iew  key  q u est io n s and  
su b -h ead in g s d e r iv ed  f r om  t h e  dat a an a ly sis m ade  up  t h e  f r am ew o r k  f o r  t h e  w o rk  
o f  b reak in g  d ow n  t h e dat a in t o  m an ageab le  g roups.  As t h e  an a ly sis w en t  on , t h is 
g r ou p in g  w o r k  b ecom e sh ar p e r  ( as dat a w as assig n ed  m ore and  m o re  o f t en  t o  
c lea r  em erg in g  t h em es am ong st  t h e  su b -g rou p s)  and  on ce  t h e  p ro cess w as 
com p le t ed ,  t h e  g r ou p s n at u ra lly  associa t ed  t h em se lv es in t o  t h r ee  m ain  a reas w h ich  
b ecam e t h e  ch ap t e rs o f  ev id en ce  f o r  t h is t hesis.
Th e  in f lu en ces on  t h ese  cod in g  and  an a ly sis d ec isio n s a re  t h e  sam e  as t h e  key  
in f lu en ces in  t h e  research  as a w ho le .  T h e  b ackg rou n d  in f lu en ces,  w h ich  a re  v e r y  
im po r t an t ,  and  m u st  be recogn ised  as su ch ,  a re  t h e  r esearch e r 's ow n  p re ­
u n d erst an d in g  ( as co lou red  by  t h e  m y r iad  o f  in f lu en ces on  t h em  as an  in d iv id u a l,  
in clu d in g  t h e  in f lu en ce o f  t h e  research er 's ow n  t u t o r s) ,  an d  t h e  research  it se lf  in 
t e rm s o f  st ud y ,  r ead ing  and  d iscu ssion  w it h  co lleag u es.  Ag a in st  t h a t  com p lex  
b ackg rou n d ,  t h e  f o reg r ou n d  in f lu en ce  is t h e  research  dat a ( a s in t e rp re t ed  b y  t h e  
research er ,  o f  cou rse ) .  Th e  w o rd s u sed  by  t h e  in t e r v iew ees m u st  b e  a sig n if ican t
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co n t r ib u t io n  in  d ecisio n s on  n am ing  code  g ro u p s and  assig n in g  d a ta  t o  t h o se  
g roups.  I t  w ou ld  be con ven ien t  t o  say  t h a t  it  w as t h e  research  da ta  t h a t  d ro ve  
cod in g  d ecisio n s b u t  in  f a c t  t h e  research  data is o n ly  one  o f  t h e  d r iv ers;  it  is 
in ev it ab le  and  a llow ab le ,  t h a t  m y  ow n  p re -u n d erst an d in g  had  a a f f ect .  How ever ,  I  
t h in k  it  is f a ir  t o  say  t h a t  t h e  d esir e  t o  en su re  t h a t  t h e  research  co n clu sio n s are 
d raw n  f r om  t h e  dat a in a w ay  t h a t  w ou ld  be recog n ised  b y  o t h e r s as au t h o r it a t iv e  
and  m ean in g fu l k ep t  m e on  m y  t oes.  T h a t  im p lic it  ex t e rn a l p ressu r e ,  and  t h en ,  
la t er ,  ex am in a t io n  o r  p eer  r ev iew ,  is a p ow er fu l in f lu ence.
W it h  all t h o se  in f lu en ces,  ch ecks and  ba lan ces,  t e x t  w as assig n ed  t o  g r o u p s o f  l ike  
m at er ia l,  and  if  t h e  g roup  becam e unw ie ld y ,  t o  su b -g rou p s.  T h is  w as o f t en  a 
st r a ig h t f o rw ar d  p ro cess ( f o r  exam p le t ex t s on  t h e  f u t il it y  o f  a t t em p t in g  t o  ' t e a ch '  
lead ersh ip  se lect ed  t h em se lves)  b u t  som e t im es it  p roved  d if f icu lt  t o  d o  t h a t ,  in 
w h ich  case  NVivo  m ade  it  easy  t o  assign  t e x t  t o  m o re  t h an  o n e  g r o u p  f o r  la t e r  
an a ly sis.  On ce  t h e  g r ou p s w e re  est ab lish ed ,  t h e  t ex t ,  e sp ecia l ly  w h e re  a b road  
co n sen su s o r  d esen su s f o rm ed ,  ch ose  t h e  n ex t  st ep ,  and  t h e  resu lt s can  be seen  in 
Ch ap t e r s 4 ,  5 and  6. W h e re  m at t er s w er e  less c lea r  I  m ade t h e  d ecisio n  e it h e r  t o  
exc lu d e  it  -  w h ich  is j u st if ie d  on t h e  g roun d  t h a t  I  w as lo ok in g  f o r  co n sen su s -  o r  
t o  com m en t  on  it  if  it  p ro v ided  an  in t e rest in g  s id e - lig h t  o r  su g gest ed  a r eas f o r  
f u r t h e r  r esearch .
T h e  use o f  com p u t e r  so f tw a re  in t h e  an a ly sis o f  q u a lit a t iv e  da t a  has b een  t h e  
su b j e c t  o f  d eb a t e  w it h  som e w r it e r s a rg u in g  f o r  t h e  sy st em a t ic  co l le ct io n  o f  
m a t er ia l o n  t h e  u se o f  com pu t e rs in  t h is f ie ld  so  t h a t  a d a t ab ase  f o r  cod if ica t io n  
cou ld  be bu ilt ,  w it h  o t h e rs a rg u in g  t h a t  t h a t  w ou ld  be n e it h e r  f e asib le  n o r  d esir ab le  
( see  Brym an  and  Bu rg ess ( 1994 :  2 16 / 7 )  f o r  a sum m ary ) .  Bu t  in  g en e ra l,  
q u a lit a t iv e  research  d oes n o t  con t a in  m asses o f  d et a il on  h ow  t h e  d a t a  w as 
ana ly sed .  As O lesen  e t  al ( 1994 :  111 )  p u t  i t " . . .  t h e r e  are,  o f  cou r se ,  g ood  reaso n s 
f o r  sp a rse  accoun t s.  Det a ils o f  e ve ry  an a ly t ic d ecisio n  in  even  a sm a ll p r o j e c t  
cou ld  w e ll sw am p  t h e  f in d in g s" .
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Reliab ili t y  and  v a lid it y  o f  in t e r v iew  dat a a re  n ow  o f t en  reg ard ed  as p osit iv ist ic  
v a lu es t h a t  can n o t  ap p ly  t o  cr it ica l r esearch .  As A lvesso n  an d  Sko ld b erg  p u t  i t " ...  
cr it ica l t h eo r ist s and  a w h o le  h ost  o f  o t h e r  n on -p osit iv ist ic  sch o la r s h ave  g on e  
b eyond  t h e  t r u t h  cr it e r io n  . .."  add in g  " .. .  w h a t  m ay  be ' t r u e '  in  o n e  co n t e x t  m ay  no t  
be so  in ano t he r .  A f t e r  a ll,  p u b lish ed  research  a lso  a f f e ct s so cia l co n d it io n s. . . "  
( 2000 :  2 71 ) ,  w h ich  u n d erm in es t h e  p osit iv ist ic  n o t ion  t h e  re sea rch e r  can  in t e ract  
n eu t r a lly  and  ob j e ct iv e ly  w it h  t h e en v ir onm en t .  As Jo h n son  e t  al p u t  i t " ... a 
su b j ec t iv e  v iew  o f  ep ist em o log y  rep u d ia t e s t h e  p o ssib il it y  o f  a neu t ra l 
o b se rva t io n a l lan guage :  lan g u age does n o t  a llow  access t o ,  o r  r ep resen t a t io n  of , 
r e a lit y "  ( 2 006 ) .  T h e  search  f o r  an  ob j ect iv e  ' t r u t h '  is n o t  p a r t  o f  t h e  eq u a t io n ,  so  
t h e  q u est  is n o t  t o  e lim in a t e  b ias b u t  t o  ackn ow led ge  it . Dat a o b t a in ed  in 
in t e r v iew s is n o t  n eu t ral,  b u t " . . .  con st ru ct io n s m ade  b y  t h e  r esea r ch e r  t o  a h ig h e r  
( in t e r v iew s)  o r  low e r  ( ob servat io n )  d eg ree  in in t eract ion  w it h  t h e  research  su b j ect s 
. . ."  ( A lv esson  and  Dee t z 2 000 : 112) .  King  su g g est s t w o  st ep s t h a t  sh ou ld  be t aken  
t o  m ax im ise  re liab ilit y ,  o r  " a u t h en t ic it y "  as Jo h n so n  e t  al ( 2 006 )  m ig h t  p u t  it . First ,  
he su g gest s " .. .  r e search ers sh ou ld  exp l ic i t ly  r ecog n ise  t h e ir  p r esu p po sit io n s ... and  
m ake  a con sciou s e f f o r t  t o  se t  t h ese  aside" .  As he says,  r e search e rs " . . .  sh ou ld  
a llow  t h em se lv es t o  be su rp r ised  by  t h e  f in d in g s" .  Bo t h  King  an d  Sau n d e rs e t  al 
1997  re fe r  t o  t h e  im po r t an ce  o f  in t e r v iew er  p rep ara t io n  in t h e  m in im isin g  o f  b ias. 
Secon d ,  he su g g est s t h e  in vo lv em en t  o f  o t h e r  r esearch ers,  w it h  r oom  fo r  
d iscu ssion s ab o u t  d isag reem en t s (King  1994 : 31 ) .
T h is sh ou ld  a lso  he lp  w it h  a p rob lem  id en t if ied  b y  A lvesson  an d  Dee t z ( 2 000 : 19 4 ) ,  
w h ich  is " . . .  w h e t h e r  accoun t s in  in t e r v iew s re fe r  t o  som et h in g  ex t e rn a l t o  t h e  
in t e r v iew  sit u a t io n  an d  t h e  lan guage  u sed  ... o r  a re  a re f le ct io n  o f  t h e  in t e r v iew  
sit u a t io n  as a com p lex  socia l se t t in g  ..." . As t h e  au t h o rs adm it ,  t h is  is a lm o st  in  t h e  
' t o o  d if f icu lt '  ca t eg o ry  and  on e  has t o  " ... m an oeu v re  b e tw een  t w o  u n h e lp fu l 
p o sit io n s"  ( 2 000 : 194 ) .  I t  is h e re  t h a t  se lf - r e f lex iv it y  b ecom es cru cia l.  I f ,  as 
A lv esso n  and  Dee t z ( and  p ost -st r u ct u ra list s)  say  " . . .  lan g u age  d oes n o t  st an d  in  a 
on e - t o -o n e  re la t io n sh ip  t o  ( pa r t ia lly )  n on - lin g u ist ic  p h en om ena  su ch  as b eh av iou rs,  
t h o u g h t s and  f ee lin g s . .."  ( Alvesson  and  Dee t z 2 000 : 112 ) ,  t h en  it  is cr u cia l t o
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en su re  t h a t  t h e  research er  r esp on ds t o  t h e  idea t h a t " . . .  r e f le x iv it y  in vo lv es t h e  
se lf - cr it ica l con sid e ra t io n  o f  o n e 's ow n  assum p t io n s and  co n sis t en t  co n sid e r a t io n s 
o f  a lt e rn a t iv e  in t e rp re t iv e  lin es and  t h e  u se o f  d if f e ren t  r e search  v o cab u la r ie s ..."  
( A lv esson  and  D ee t z 2 000 : 112 ) .
A  key  issu e  h ere is t o  avo id  j um p in g  t o  w h a t  m ay  seem  o b v io u s con clu sion s.  
A lv esso n  and  Dee t z ( 2 000 : 117 )  g ive  t h e  exam p le  o f  d escr ib in g  an  in t e r v iew ee  as a 
'5 0 - y ea r  o ld  m ale m anager ',  f a ct s t h a t  m ig h t  be t r u e  in  o n e  sen se ,  b u t  w h ich  m ig h t  
m islead  in  o t hers.  For  exam p le ,  t h e  m an  m ay  be a su ccessfu l t r an sf o rm at io n a l 
leader ,  som et h in g  m o re  o f t en  associa t ed  w it h  w om en  t h an  m en ,  and ,  t h e re fo re ,  
n o t  a 'm an ag e r '  in o ne  sen se  a t  all.  An y  o n e  d escr ip t io n  is p oo re r  t h an  a m u lt ip le  
v iew ,  and  m ig h t  st op  a lt e r n a t iv e  d escr ip t io n s be ing  un covered .
A  m aj o r  co n sid e ra t io n  f o r  t h is ap p roach  t o  r esearch  is t o  be c le a r  a b o u t  t h e  st a t u s 
o f  t h e  ou t p u t s o f  t h e  research .  I f  h erm en eu t ics is n o t  ab ou t  d isco v e r in g  a t r u t h  in 
a p o sit iv ist ic  sen se  t h en  w h a t  is it  ab o u t  and  h ow  can  t h e  ou t p u t s be  leg it im ised ? 
As M cAu ley  ( 2 003 : 196 )  pu t s it  t h e re  a re  tw o  w ays " . . .  o n e  lies in  t h e  
p ro fessio n a liza t io n  o f  t h e  h e rm en eu t ic r esearch er ;  t h e  o t h e r  is t h e  m e t h o d ic 
p ro cesses t h rou g h  w h ich  h e rm en eu t ic w o r k  is con du ct ed " .  I  w ou ld  add  a t h ir d ,  
w h ich  M cAu ley  im p lies b u t  I  t h in k  n eed s se t t in g  ou t  clear ly .  H e rm en eu t ic  r esearch  
in leg it im ised  as w e ll b y  t h e  recogn it io n  and  accep t an ce  o f  t h e  v a l id it y  o f  t h e  
ou t p u t s by  a co n sen su s o f  t h e  peers o f  t h e  research e r  an d ,  in  m y  case ,  even  m o re  
im po r t an t ly ,  by  a con sen su s o f  t h o se  in t er v iew ed .
Con clu sio n s
Th is ch ap t e r  b r in g s t o g e t h e r  a n um ber  o f  v e ry  im po r t an t  asp ec t s o f  r esearch ,  
asp ec t s w h ich  can  be d iscu ssed  sep a ra t e ly  b u t  w h ich  m u st  com e t o g e t h e r  t o  m ake  
an  au t h o r it a t iv e  package t h a t  d oes t h e  j o b  se t  ou t .  T h e  t a sk  is t o  r esearch  
lead ersh ip ,  t o  ge t  b enea th  t h e  eve ry d ay  w o rd s o f  civ il se r van t s,  t o  g o  beyond  t h e  
't ak en - fo r - g ran t ed ' ,  and  u n cover  a n ew  laye r  o f  u n d erst an d in g .  I  h ave  d escr ib ed
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h ow  n e it h e r  a posit iv ist ic ,  n o r  p o stm odern ,  app roach  w ou ld  be sa t isf ac t o r y ,  and  
w h y  a cr it ica l ap p ro ach  is ap p rop r ia t e .  I  have a lso  d iscu ssed  w h y  t h e  use o f  
h e rm en eu t ics an d  re f lex iv it y  is a sen sib le  cou rse  in  t h e  co n t e x t  o f  t h e  t ask .  Fin ally ,  
I  j u st if ie d  t h e  u se o f  in t e r v iew s as a m et hod  t h a t  f it t ed  t h e  j o b .
I  m ake  no  cla im  t h a t  t h is is t h e  on ly  p ackage o f  o n t o lo g y ,  ep ist em o lo g y ,  
m e t h od o log y  and  m et h od  t h a t  w ou ld  w o rk .  Bu t  I  do  m a in t a in  t h a t  it  is an  
ap p r o p r ia t e  ch o ice  f o r  t h is r esearch .  I n deed ,  I  w ou ld  say  t h a t  g iv en  t h e  
a lt e rn a t iv es ava ilab le ,  w h ils t  t h e re  m ay  be p ackages as ap p ro p r ia t e  as m ine ,  n one  
is bet t er .
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CH AP T ER  3
W H AT  I S LEAD ER SH I P?
I n t r o d u ct io n
T h is ch ap t e r  exp lo res som e  o f  t h e  acad em ic lit e ra t u re  on  lead ersh ip ,  su g g est s an 
an a ly sis o f  lead ersh ip  based  bo t h  on  t h a t  l it e ra t u re  an d  on  co r p o r a t e  civ il se r v ice  
st a t em en t s on  leadersh ip ,  and  end s by  id en t if y in g  t h e  q u est io n s t o  be ask ed  in t h e  
research  in t e r v iew s and  t h e  h u n ch es on  w h ich  t h ey  a re  based .  I  u se No r t h o u se  
( 1 997 )  as a base f r om  w h ich  t o  con sid e r  d if f e ren t  lead ersh ip  m ode ls,  b r in g in g  in 
o t h e r s w h e re  app rop r ia t e .  T h e  rev iew  o f  t h e  lit e ra t u re  is b r oad ly  b ased  b u t  par t ia l,  
p a r t ly  b ecau se  t h e r e  is so  m uch  lit e ra t u re  on  lead e rsh ip  t h a t  som e  lim it a t io n s are 
n ecessary  on  p u re ly  p ract ica l g roun d s,  and  p a r t ly  b ecau se  in an  h e rm en eu t ic  st u d y  
a secon d  round  o f  m o re  p recise ly  t a rg e t ed  lit e ra t u re  is in t r o d u ced  in  t h e  ev id en ce  
ch ap t e rs,  h ere Ch ap t e rs 4 ,  5 and  6. T h e  rev iew  is cen t red  a rou nd  No r t h ou se  
( 1 997 )  f o r  t w o  reasons:  f ir st ,  on e n eed s a st a r t in g  p o in t  an d  No r t h o u se  is bo th  
co n v en ien t  an d  h as been  used  by  o t h e r s f o r  t h e  sam e p u rpose,  an d  seco n d ,  he 
co n ce rn s h im se lf  w it h  t h e  t r ad it io n a l m ode ls o f  lead ersh ip  w h ich ,  I  t h in k  it  is f a ir  t o  
assum e,  m ay  be re levan t  t o  a t r ad it io n a l o r g an isa t io n  su ch  as t h e  c iv il se r v ice .
T h en  I  lo o k  a t  t h r ee  d if f e ren t  co rp o ra t e  so u rces and  d ist il f r om  t h em  a sen se  o f  
w h a t  lead e rsh ip  m eans t o  t h e  o rgan isa t io n .  T h ese  a re  g o v e rnm en t  d o cum en t s 
w h ich  sh ou ld  t e ll us, im p lic it ly  o r  exp lic it ly ,  w h a t  leadersh ip  is ab ou t ,  w h a t  it  is 
m ade  up o f  and  w h a t  it  sh ou ld  m ean  t o  civ il se r van t s.  I  a lso  t a k e  in t o  acco u n t  an  
a ll - s t a f f  aw ayday  w h ich  a llow s m e t o  com p are  t h e  in d ica t io n s f r om  t h e  lit e r a t u re  
and  f r om  co rp o r a t e  d ocum en t a t io n  w it h  t h e  v iew s o f  st a f f  in  m o re  j u n io r  g rades.
By  com par in g  t h is w it h  Nor t h ou se  it  is p o ssib le  t o  id en t if y  an  em e rg in g  co rp o ra t e  
d iscou rse  using  academ ic m odels,  w h ich  t h en  leads on  t o  q u est io n s t o  in v est ig a t e  
as in it ia l h u n ch es in t h e  research .
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Le a d e r sh ip  l i t e r a t u r e
Leadersh ip  is o n e  o f  t h e  m an y  f a ce t s o f  m an ag em en t  and  o rg an isa t io n a l r esearch  
t h a t  is hard  t o  p in  d ow n  in a f ew  w o rd s,  n o t  t h a t  t h e r e  is a sh o r t ag e  o f  a t t em p t s.
I t  is com m on  f o r  w r it e r s on  lead ersh ip  t o  sp en d  a m om en t  o r  t w o  say in g  how  
d if f icu lt  it  is t o  d e f in e  t h e  t erm ,  and  t h en  t o  w r it e  b ooks an d  a r t ic le s as i f  t h e  t erm  
had  been  su ccessfu lly  d ef ined .  Fo r  exam p le ,  M an z e t  al ( 1 992 )  say  t h e r e  are 
" co u n t le ss p e r sp ect iv es"  and  t h a t  t h e r e  a re  " cu r re n t ly  a t  le ast  o n e  h u n d red  
accep t ed  academ ic d e f in it io n s"  ( 1992 : 276 ) .  Jag o  ( 1 982 )  says t h e r e  h ave  been  
" t h o u san d s o f  em p ir ica l in vest ig a t io n s o ve r  t h e  last  75  y ea r s"  b u t  each  
in t e rp re t a t io n  o f  lead e rsh ip  rem a in s in com p le t e ;  Ke t s de  V r ie s ( 1 990 )  says,  
" com p e t in g  t h eo r ie s abound " .  Bo lden  ( 2 004 )  su g g est s t h a t  in  2 00 1 - 02  an  ave r ag e  
o f  4 19  a r t ic le s a m on t h  w er e  p u b lish ed  on  leadersh ip .  W o r se  st il l,  n o t  o n ly  a re  
t h e r e  com pe t in g  and  con t rad ic t o r y  t h eo r ies and  m ode ls,  b u t  Yu k l ( 1 989 )  say s t h ey  
a re  " ... b ese t  w it h  co n cep t u a l w eakn esses and  lack  st r o n g  em p ir ica l s u p p o r t ... 
m o st  o f  t h e  resu lt s a re  con t rad ic t o r y  and  in conclu siv e" .  T h e r e  is a w id esp r ead  
ag r eem en t  t h a t  lead ersh ip  com es in m o re t h an  one  v a r ie t y  ( f o r  ex am p le  No r t h ou se  
( 1 997 )  h as n ine 'ap p ro ach es' and  Rickard s and  Cla r k  ( 2 006 )  u se f o u r  t ex t s as a 
basis f o r  t h e ir  d iscu ssion ) ,  and  a d ev e lop in g  v iew  t h a t  lead ersh ip  as a p h en om enon  
can n o t  be d iscu ssed  in iso lat ion  f r om  issu es such  as g en der .
No r t h ou se  ( 1 99 7 : 3 )  d e f in es leadersh ip  as " a  p ro cess w h e r eb y  an  in d iv id u a l 
in f lu en ces a g roup  o f  in d iv id u a ls t o  ach ieve  a com m on  goal" .  W h a t  m ig h t  
No r t h ou se  m ean  by  'com m on  g o a l?  I n  t e rm s o f  t eam  sp o r t  t h e  idea seem s clea r  
enou gh  b u t  w h a t  ab o u t  lead ersh ip  d isp layed  by  a p o lit ica l lead e r? I s t h e  'g r o u p '  
t h en  d e f in ed  as t h o se  w h o  ch oose  t o  f o llow ,  o r  cou ld  t h e  g ro u p  be,  f o r  exam p le ,  
t h e  co u n t r y 's ad u lt  p op u la t ion  w h o  a re  en t it led  t o  v o t e? T h e  tw o  n eed  a d if f e r en t  
k ind  o f  leadersh ip .  W e  need  t o  in clu de n o t ion s o f  v isio n ,  d ir e ct io n  o r  a u t h o r it y  and  
som et h in g  ab ou t  h ow  such  in f lu en ce  can  be exp r essed  ( d ict a t ,  d em ocra t ic  
ag reem en t ,  t r ia l and  er ro r?) .  I t  is so  w id e ly  d raw n  a d e f in it io n  t h a t  i t  cou ld  in clu d e
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a lm o st  a ll h um an  act iv i t y  in vo lv in g  m o re t h an  o n e  person .  As Bo ld en  ( 2 004 )  po in t s 
o u t  t h is d e f in it io n  lo ca t es t h e  in d iv id u a l as t h e  sou r ce  o f  leadersh ip .  Jag o  ( 1 982 )  
p in s t h in g s d ow n  a lit t le  m ore.  He sees lead ersh ip  bo th  as a p ro cess,  in  sim p le  
t e rm s,  ' in f lu en ce ' ,  and  as a p roper t y ,  q u a lit ies o r  ch a ract e r ist ics o f  som eo n e  w h o  
in f lu en ces.  Fo r  Gr in t ,  h ow ever ,  lead ersh ip  is b road er  st il l,  im p lic it ly  " a n  essen t ia l 
e lem en t  o f  l if e "  a lt h ou gh  d esp it e  it  be ing  an  " e x p o n en t ia lly  acce le r a t in g  a rena  [ fo r  
r e se a r c h ] , ... t h is d oes n o t  m ean  w e  a re  g e t t in g  ev e r  n ea re r  t o  u n d er st an d in g  w h a t  
lead e rsh ip  is"  ( Gr in t  1997 : 2 ) .
O t h e rs app roach  t h e  su b j e ct  f rom  a d if f e ren t  p erspect ive .  For  exam p le ,  Per ren  
and  Bu rg oyn e  ( 2 002 )  h ave  d raw n  up  a f r am ew o r k  o f  e ig h t  m an ag em en t  and  
lead ersh ip  ab ilit ie s w h ils t  r eso lv in g  no t  t o  le t  t h e ir  d iscu ssion  " . . .  d isso lv e  in t o  
d e f in it io n a l and  p h ilosoph ica l b a t t les leav in g  t h e ir  p e rp e t r a t o r s t o o  t ir e d  t o  t a k e  
usefu l act io n  ..." . As it  h appen s,  t h is w as in  a com m ission  f r om  a g o v e r nm en t  
f u n d ed  body ,  t h e  Cou n cil f o r  Exce llen ce  in M an agem en t  and  Leadersh ip ,  so  t h e y  
w e re  p r ob ab ly  r ig h t  t o  g e t  d ow n  t o  p r act ica l it ies v e ry  q u ick ly .
Bu t  is it  m o re t h an  w h a t  an  in d iv id u a l say s o r  d oes? Fied le r  say s " . . .  it  is 
m ean in g le ss t o  t a lk  ab o u t  lead ersh ip  ou t sid e  t h e  sit u a t io n a l c o n t e x t . . . "  an d  t h a t  
" ... t h e  act iv e  in g r e d ie n t . . ."  in t h e  sit u a t io n  is t h e  d eg r ee  t o  w h ich  t h e  sit u a t io n  " ... 
cau ses u n ce r t a in t y  and  st r ess and  t h e re fo r e  an x ie t y  . . ."  ( Fied le r  1 993 : 2 ) .  Gr in t  
m oved  on  f r om  h is 1997  com m en t  ab ove , and  b y  2 000  had  co n c lu d ed  t h a t " . . .  t h e  
m o re I  read  [ ab o u t  leadersh ip ]  t h e  less I  u n derst ood  . .."  ( Gr in t  2 00 0 : 1 ) ,  n o t  o n ly  
b ecau se  m o re  and  m ore read ing  exp o sed  t h e  d eepen in g  o f  h is ig n o ran ce ,  b u t  t h e  
m o re he read  t h e  m ore co n t r ad ict o r y  t h e  co n c lu sio n s he reached .  Bo ld en  ( 2 004 )  
co n clu d es t h a t  it  is a su b j ect iv e ,  com p lex ,  co n cep t  l ik e " .. .  ' lo v e ',  ' f r e e d om ' and  
'h a p p in e ss ' . . ."  and  t h a t ,  an yw ay ,  d e f in in g  it  d ep en d s on  " . . .  o n e 's t h eo re t ica l 
s t a n c e ..." .
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T h is r esearch  is essen t ia lly  ab ou t  h ow  civ il se r van t s u n d e rst an d  lead e rsh ip  so  t h ese  
academ ic t h eo r ies w h ils t  im po r t an t  as con t ex t ,  m ay  o r  m ay  n o t  b e  r e levan t  
p ro fession a lly .  Le t 's bu ild  a p ict u re  o f  t h e  ran ge  o f  t h eo r ies a lr ead y  iden t if ied .
N o r t h o u se  a s a  st a r t in g  p o in t
I  am  n o t  ab o u t  t o  em ba rk  h ere on  a com p reh en siv e  an a ly sis o f  t h e  lit e ra t u re  on  
lead ersh ip  even  if  t h a t  w as p ossib le  and  d esir ab le ,  o r  t o  co v e r  a ll t h e  st y le s o r  
t y p es o f  lead ersh ip  d escr ib ed  in  t h e  t h eo ry .  Fu r t h e r  r e fe r en ces t o  t h e  lit e ra t u re  
w ill ap p ea r  in  Ch ap t e r s 4  t o  6, b u t  w h a t  I  w an t  t o  d o  n ow  is t o  lo o k  a t  som e  o f  t h e  
lead ersh ip  t h eo r ies t h a t  have been  a rou n d  f o r  som e t im e,  as a j u m p in g  o f f  p o in t  
f o r  t h e  research .
I  n eed  a st a r t in g  p o in t  in  t h e  lit e ra t u re ,  and  have ch osen  t h e  b ook  " Lead e r sh ip  
T h eo ry  and  Prac t ice "  ed it ed  b y  Pe t e r  No r t h ou se  ( 1 997 ) .  T h is  is n o t  b ecau se  it  is 
t h e  on ly ,  o r  a sem in a l,  st epp in g  o f f  p o in t  bu t  b ecau se  it  a t t em p t s t o  se t  o u t  
su cc in ct ly  in  a se r ie s o f  ch ap t ers,  m ost  b y  No r t h ou se  h im self ,  w h a t  o ne  m ig h t  r e fer  
t o  as t h e  t r ad it io n a l se t  o f  ap p ro ach es t o  lead ersh ip  ( an  a lt e rn a t iv e  w ou ld  have 
been  Sad le r  ( 2 003 )  bu t  h is t r ea tm en t  o f  d if f e ren t  st y les o f  lead e rsh ip  is a good  
deal b r ie fer ) .  No r t h ou se  a lso  g oes in t o  o t he r ,  p e rh ap s as y e t  n on - t r ad it io n a l 
ap p roach es,  su ch  as f em in ism  and  w h a t  Bow m an  ( 1 99 7 )  r e fe r s t o  as 'p o p u la r '  
ap p roach es.  Tak in g  a sin g le  b ook  as t h e  st a r t  o f  t h e  j o u r n e y  is no t ,  o f  co u rse ,  t h e  
on ly  w ay  on e  m ig h t  t a ck le  t h is t ask ,  and  I  w ill d raw  d ist in c t io n s an d  p a ra lle ls 
b e tw een  No r t h ou se  and  o t h e r  w r it e r s as w e  go  a long .  [ I  a lso  reco g n ise  t h a t  t h is 
cou ld  be rest r ict iv e  b u t  I  w ill in t r o d u ce  o t h e r  w r it e r s as I  m ake  p rog ress. ]
I  am  n o t  t h e  o n ly  one  t o  ch oose  a lim it ed  st ep p in g -o f f  po in t .  Rick a r d s an d  Cla r k  
( 2 006 : 21 )  ch oose  No r t h ou se  as on e  o f  t h e ir  f o u r  lead e rsh ip  m aps.  T h e y  say  he " .. .  
ex c lu d es leaders w ho  a re  ex t rem e and  t y r a n n ic a l . . ."  and  in clu d es " . . .  lead e rs w h o  
em erg e  ... and  t h o se  w h o  a re  ap p o in t ed  . . ."  an d  t h a t  su it s m y  research  v e r y  w ell.
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An o t h e r  r eason  w h y  t h is is a sen sib le  w ay  f o r  m e t o  st a r t  t o  lo o k  a t  lead ersh ip  is 
t h a t  No r t h ou se  u ses t r ad it io n a l m odels t h a t  o u g h t  t o  be o f  in t e r est  and  re levan ce 
t o  a st r u c t u r ed  b u r eau cracy  w it h  a long  h ist o r y  su ch  as t h e  c iv il se r v ice .  An d  if  
t h ey  a re  no t  r e le van t  t h a t  in it se lf  w ou ld  be in t e rest in g .  An  a lt e r n a t iv e  st a r t in g  
p o in t  m uch  n ear e r  h om e w ou ld  be t h e  Gove rnm en t 's ow n  r ep o r t  " St r en g t h en in g  
Lead er sh ip "  ( PI U 2000) ,  w r it t en  b y  t h e  Per fo rm an ce  and  I n n o va t io n  Un it ,  se t  up  by  
t h e  Pr im e  M in ist e r  as pa r t  o f  t h e  Cab in e t  Of f ice.  T h is has a lit e ra t u re  rev iew  ( at  it s 
an n ex  D)  w h ich  d oes som et h in g  sim ila r  t o  No r t h o u se  and  Sad le r 's  d iscu ssio n s o f  
d if f e r en t  t h eo r ies.  How ever ,  it  st a r t s f r om  t h e  p rem ise  t h a t  t r a it  an d  co n t in g en cy  
lead ersh ip  t h eo r ies a re  t he  " ... t w o  m ost  com m on  . . ."  w h ich  is n o t  a p re j u d ice  I  
w an t  t o  st a r t  w it h .  A lt h ou g h  n o t  p r im ar ily  an  academ ic t r ac t ,  t h e  PI U rep o r t  is 
im po r t an t  as a key  in f lu en ce  on  t h in k in g  ab o u t  leadersh ip  in t h e  c iv il se r v ice ,  b u t  
not ,  f o r  m e, t h e  r ig h t  f o u n da t io n  f o r  t h is chap t er .  I  w ill com e  b ack  t o  it  la t e r  in  t h is 
ch ap t er .
So  pu t t in g  asid e  o t h e r  w ays in  t o  t h is d iscu ssion ,  le t  m e  st a r t  b y  d escr ib in g  t h e  
ap p roach es se t  o u t  in Nor t h ou se ,  and  rev iew in g  v e r y  b r ie f ly  w h a t  t h e  au t h o r s say  
each  ap p roach  h as as it s ow n  d ist in ct iv e  con t r ib u t io n .  I  w ill d iv id e  t h e  t h eo r ies in t o  
t w o  cam ps,  w h ich  I  ca ll 'H um an  Ap p ro ach es' and  'Socia l Ap p r o ach es'.  T h e  f o rm er  
f o cu s m o re  on  t h e  in d iv id u a l as leader ,  w it h o u t  exclu d in g  t e am s o r  co n t ex t ;  t h e  
la t t e r  f o cu s m o re  on  t h e  re la t io n sh ip  be tw een  t h e  lead er  an d  t h e ir  f o llow er s.
Hum an  App r oach es
W e  st a r t  w it h  t h e  t r a it  app roach .  T h is is based  on  t h e  n o t ion  t h a t  g r ea t  leaders 
( such  as Maha tm a Gan dh i)  a re  bo rn  no t  m ade. I t  w as in  f a v o u r  in t h e  ea r ly  y ea r s 
o f  t h e  tw en t ie t h  cen t u ary ,  w an ed  in t h e  m idd le  y ear s and ,  N o r t h o u se  says,  t h e r e  
w as a resu rg en ce  o f  in t e r est  in r ecen t  y ears and  is n ow  " ... a liv e  an d  w e ll. . . "  
( No r t h ou se  1997 : 14 ) .  By  d ist ill in g  t h e  research  f in d in g s o f  o t h e rs,  N o r t h o u se  
id en t if ies f iv e  m a j o r  lead ersh ip s t r a it s,  in t e ll ig en ce ,  se lf - co n f id en ce ,  d e t e rm in a t io n ,  
in t eg r it y  and  so c iab ili t y  ( co n t rast  t h is w it h  t h e  PI U r ep o r t  w h ich  has cu r io sit y ,  se lf ­
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con f id en ce ,  am b it io n ,  se lf - co n t r o l and  em p at h y  (PI U 2 0 0 0 : para D2 ) ) .  As 
No r t h ou se  says,  d esp it e  n um erou s st u d ies t h e  list  o f  im po r t an t  t r a it s is v e ry  
un cer t a in ,  and  an y  list  w ou ld  n o t  sep a ra t e  t r a it s  f r om  t h e  s it u a t io n s in  w h ich  t h e y  
w e re  t o  be dep lo yed .  Ne it h e r  h as research .  I n d eed ,  t h e  p e rso n a lit y  t e st s f rom  
w h ich  t h ese  t r a it s a re  sa id  t o  be id en t if ied  can  be said  t o  co n st r u c t  r a t h e r  t h an  
d isco v e r  su ch  t ra it s.  T h e  ap p roach  im p lies t h a t  t h e  sit u a t io n  is u n im po r t an t ,  and  
t h u s it  is t h e  " ... se lect io n  o f  leaders ra t h e r  t h en  t h e ir  d e v e lo p m e n t . .."  ( Gr in t  
2 000 : 2 )  t h a t  is key. How ever ,  t r a it  t h eo r ies have  fa iled  t o  r em a in  in  t h e  f o r e f r o n t  
o f  p r o fession a l p ract ice  b ecau se " . . .  t r a it  t h eo r ies f a iled  t o  be co n f irm ed  by  
ob serva t io n  . . ."  and  t ake  f o r  g ran t ed  " .. .  t h e  ex ist en ce  o f  n a t u ra l bo rn  lead ers . .."  
( Ricka rd  and  Cla r k  2 006 : 32 ) .  T h is  con t r ast s m a rked ly  w it h  t h e  p r ev a ilin g  cu lt u re  
in t h e  D fES w h ich  is t h a t  eve ryo n e  shou ld  d eve lop  t h r o u g h  on -  an d  o f f - t h e - j o b  
t r a in in g ;  eve ry  m em ber  o f  st a f f  h as a d ev e lo pm en t  p lan  w h ich  m u st  l in k  w it h  t h e  
Pro fession a l Sk ills f o r  Gove rnm en t  t r a in in g  p rog ram m e (w h ich  I  co v e r  in  m ore 
d et a il in  Ch ap t e r  5) .
N ex t  is t h e  st y le  app roach .  Ra t h e r  t h an  em ph asisin g  t h e  p e r so n a lit y  o f  leaders,  
t h is ap p roach  f o cu ses on  b ehav iou r ,  and  in  p a r t icu la r  t a sk  b eh av io u r s an d  
re la t io n sh ip  b ehav iou rs.  Th is ap p ears t o  be t h e  sam e as Redd in 's 3 0  T h eo r y  in 
Sad le r  ( 2 003 :  73) .  As No r t h ou se  pu t s i t " . . .  t h e  st y le  ap p roach  o f f e r s a m ean s o f  
assessin g  in  a g enera l w ay  t he  b eh av iou r  o f  leaders ... [ w hose]  im pact  on  o t h e rs 
o ccu rs t h rou g h  t h e  t a sk  t h ey  per f o rm  as w ell as in t h e  re la t io n s t h e y  c r ea t e "  
( N o r t h ou se  1997 : 41 ) .  No r t h ou se  say s t h a t  r esearch ers h ave t r ied  t o  id en t if y  a 
lead e rsh ip  st y le  t h a t  w ou ld  be best  in  all c ir cum st an ces,  b u t  have n o t  b een  ab le  t o  
d o  so ,  p erhaps,  ag a in ,  b ecau se  sit u a t io n s p lay  a cru cia l ro le. I n  f act ,  r esear ch er s 
h ave  n o t  b een  ab le t o  d raw  a re liab le  lin k  b etw een  b eh av io u r s an d  " . . .  o u t com es 
su ch  as m o ra le ,  j o b  sa t isf act io n  and  p r o d u ct iv i t y "  ( No r t h ou se  1997 : 42 ) .  T h a t  isn 't  
su rp r isin g .  Research ers have  had  en o rm ou s d if f icu lt y  l in k ing  an y t h in g  a t  a ll d ir ec t ly  
w it h  m orale,  j o b  sa t isf act io n  and  p rod u ct iv it y ,  so  t h a t  a cau se  and  e f f ect  
r e la t io n sh ip  can  be id en t if ied  and  used  t o  d eve lop  a w ay  t o  m o t iv a t e  w o rk e rs.  I t  
is a rg u ab le  t h a t  t h eo r ies o f  m o t iva t ion  t o  w o r k  com e t o  an  en d  w it h  V r o om 's
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Expect an cy  T h eo ry  in  1964  ( see  Car t e r  an d  Jackso n  1994:  8 9 )  w h ich  w as it se lf  a 
rad ica l d ep a r t u r e  f r om  ex ist in g  m odern ist  t h eo r ie s in  t h a t  it  r e lied  on  su b j ect iv it y  t o  
exp la in  h ow  it  w o rked .  Th u s m ix ing  posit iv ist ic  m ode ls o f  lead ersh ip  w it h  
su b j e ct iv e  issu es su ch  as m o ra le  is p rob lem at ic.  Jag o  ( 1 98 2 : 33 0 )  says t h a t  t h e  
st u d y  o f  lead ersh ip  is " in d ep en d en t "  o f  t h e  st u d y  o f  o t h e r  a r eas su ch  as 
m o t iv a t io n ,  b u t  I  do  n o t  b e lieve it  is p o ssib le  t o  t a ke  on e  e lem en t  o f  h um an  act iv it y  
in t o t a l iso la t ion  f r om  all o t h e rs and  exp ect  t o  g e t  a r ou n ded  p ic t u re  and  a va lid  
ou t com e.
I f  t h e  sit u a t io n  in  w h ich  leadersh ip  is exe rcised  is a m issing  f a ct o r  in  t h e  f i r s t  t w o  
ap p roach es,  it  is t h e  co re  o f  t h e  t h ir d ,  t h e  sit u a t io n a l app roach .  T h e  b asic p rem ise  
is t h a t " . . .  d if f e r en t  sit u a t io n s d em and  d if f e ren t  k in d s o f  lead e rsh ip  . . ."  and  t h a t  
e f f ec t iv e  lead ers ad ap t  t h e ir  st y le  t o  t h e  " . . .  d em and s o f  d if f e r en t  s it u a t io n s"  
( No r t h ou se  1997 : 53 ) .  T h e  t h eo r y  say s t h e re  a re  tw o  f a ct o r s a t  p lay  h e re ,  d ir e ct iv e  
b eh av iou r  an d  su p p o r t iv e  b eh av iou r  ( o n e m ig h t  com pare  t h a t  w it h  t h e  t a sk  and  
r e la t io n sh ip  b eh av iou rs in  t h e  st y le  ap p roach ) ,  w h ich  each  com e  in t o  p lay  on  a 
con t in u um  f rom  low  t o  h igh  im pact .  T h u s t h e r e  a re  f o u r  st a t e s in t h e  sit u a t io n  
ap p roach ,  d e leg a t in g  ( bo t h  b eh av iou rs low ) ,  su p p o r t in g  ( su p po r t iv e  b eh av io u r  
h ig h ) ,  coach in g  ( bo th  h igh ) ,  and  d ir ect in g  ( d ir ect iv e  b eh av iou r  h igh ) .  Each  o f  
t h ese  f o u r  st a t es rep resen t s a d ist in ct  st y le  o f  leadersh ip .  T h e  m ode l b u ild s in  an  
e lem en t  con cern in g  t h e  d eve lopm en t  f o r  f o l low er s ( ca lled  su b - o r d in a t es by  
No r t h ou se) .  T h e  research  u n der -p in n in g  t h e  m odel is lack in g  an d  " .. .  r a ises 
q u est io n s con cern in g  t h e  t h eo re t ica l b asis o f  t h e  ap p r o ach "  ( N o r t h ou se  1997 : 58 ) .  
Oben g  ( 1 997)  a lso  su g g est s t h a t  d if f e ren t  t y p es o f  lead ersh ip  a r e  n ece ssa ry  in  
d if f e ren t  sit u a t io n s,  b u t  in t h is ap p roach  it  is essen t ia l t h e  lead e r  k n ow s w h a t  t h e  
sit u a t io n  is t h a t  t h e y  a re  in, and  w hen  t h a t  ch an ges,  and  it  is n o t  c lea r  h ow  a 
lead e r  is su p posed  t o  do  t h a t  o r  w h a t  h ap pen s w h en  t h ey  g e t  it  w ron g .
T h e  f o u r t h  ap p roach  is ca lled  con t in g en cy  t h eo ry .  T h e r e  is m o re  t h an  o n e  m ode l 
t h a t  cou ld  c la im  t h is t it le ,  b u t  No r t house d e f in es t h e  idea as " . . .  a lead e r 's 
e f f ect iv en ess d ep en d s upon  how  w e ll t h e  lead e r 's st y le  f i t s t h e  c o n t e x t ... e f f e ct iv e
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lead ersh ip  is co n t in g en t  on m at ch in g  a lead er 's st y le  t o  t h e  r ig h t  se t t in g "  
( No r t h ou se  1997 : 74 ) .  Fied le r  ( 1 993 )  d eve lop ed  a sca le  ag a in st  w h ich  leaders 
w ou ld  be m easu red  t o  see  w h e t h e r  t h ey  w ere  m o re  t a sk  o r  r e la t io n sh ip  o r ien t a t ed  
( t h ese  tw o  t e rm s have cropp ed  up  aga in ) ,  and  as a co n sequ en ce  t h e r e  is a g r ea t  
deal o f  em p ir ica l r esearch  t o  underp in  t h e  ap p roach .  T h e  resu lt s o b t a in ed  
su g gest ed  t h a t  a t ask -o r ien t a t ed  lead e r  is t h e  o n e  t o  have  f o r  su ccess in t im es o f  
cr isis o r  t im es w h en  eve ry t h in g  is g o in g  w ell;  p eo p le -o r ien t a t ed  lead e rs a re  b est  in 
o t h e r ,  in - b e tw een ,  t im es.  T h e r e  is cr it ic ism  o f  t h e  sca le  u sed  t o  m easu re  t h is ( on  
g r ou n d s o f  a lack  o f  f a ce  va l id it y )  and  o f  t h e  resu lt s o b t a in ed  ( it  f a ils  t o  exp la in  
w h y  som e lead ersh ip  st y les a re  m ore e f f e ct iv e  t h an  o t he rs;  an d  it  su g g est s 
o r g an isa t io n s m u st  ch an ge  sit u a t io n s t o  f i t  leaders) .  As in  t h e  sit u a t io n a l 
ap p roach ,  t h e  con t in g en cy  app roach  d ep en d  f o r  it s e f f e c t iv en ess on  " . . .  se lf -  
aw aren ess and  sit u a t io n a l an a ly sis . .."  ( Gr in t  2 00 0 : 2 )  on  t h e  p a r t  o f  t h e  lead e r  so  
t h a t  he o r  sh e  kn ow s w hen  t o  st ep  in t o  t h e  lead ersh ip  p osit io n ,  and ,  cru cia lly ,  
w h en  t o  st ep  ou t .  How ever ,  Fied le r  says t h a t  co n t in g en cy  t h eo r y  is ab o u t  
sit u a t io n a l f a c t o r s t h a t  lead  t o  leader  an x ie t y  t h a t  cau se  t h e  lead e r  t o  f a ll b ack  on  
" . . .p r ev iou s su ccessfu l r e in fo r ced  b eh av iou r  p a t t e rn s ..."  ( Fie d le r  1 993 : 16 ) .  I t  is 
ask in g  a lo t  f o r  an  an x iou s leader  t o  be f u lly  se lf - aw are ,  so  a re  Gr in t  and  Fied le r  
ir r econ c ilab le? An d  it  is n o t  c lear  w h e t h e r  Fied le r  is su g g est in g  t h e  p r ev iou s 
b eh av iou r  p a t t e rn s w ill be ap p ro p r ia t e  in new ,  ch a llen g in g ,  sit u a t io n s.  Sad le r  says 
t h a t  Fied le r 's w o r k " . . .  has long  been  held  in h igh  regard  b y  a cad em ic st u d en t s o f  
lead e rsh ip  b u t  p ract it io n e rs f in d  it  d if f icu lt  t o  com e t o  t e rm s w it h "  ( 2 003 :  74) .
Con t in g en cy  t h eo r y  has a com pa ra t iv e ly  long  h ist o r y .  Ch em e r s an d  Rice c it e  
Fied le r 's 1967  t h eo r y  as st an d in g  " .. .  a t  t h e  cen t re  o f  an  im p o r t an t  an d  g row in g  
in t e re st  in co n t in g en cy  t h eo r ie s o f  lead e rsh ip "  ( 1 97 4 : 9 1 )  an d  t h e y  su g g est  t h e  
t h eo ry 's p red ict iv e  v a l id it y  is " . . .  w e ll su p p o r t ed  ..."  b u t  n o t " . . .  t h e  f in a l an sw e r  t o  
t h e  st u d y  o f  lead ersh ip  e f f ect s ..."  ( 1 974 : 123 ) .  O f  cou rse ,  i f  o r g an isa t io n s d esig n  
t ask s t o  be as sim p le  as p ossib le  ( f o r  ex am p le  on  assem b ly  lin es,  o r  f o llo w in g  
scr ip t s in  ca ll cen t res)  t h en  t h e  lead ersh ip  n eeded  t o  in f lu en ce  w o rk e r s in  t h e ir
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'com m on  g o a l'  ( as No r t h ou se  pu t s it )  is it se lf  sim p le .  T h a t  is, t h e  co n t ex t  f o r  
co n t in g en cy  t h eo r y  o f  lead ersh ip  is it se lf  sim p le.  As Ker r  ( 1 97 4 )  a rg u es
" h um an  re la t io n s t h eo r ist s have  long  m a in t a in ed  t h a t  t a sk s are,
. u n fo r t u n a t e ly ,  d esig n ed  by  o rg an isa t io n s t o  be so  s im p le  t h a t  u n in t e ll ig en t  
em p lo yees can  per fo rm  t h em  best .  I t  n ow  b eg in s t o  ap p ea r  t h a t  e f f ic ien cy  
m ay  be f u r t h e r  in creased  b y  h ir in g  u n in t e ll ig en t  m an ager s as w e ll . "
Bass and  Va len zi su g g est  p rob lem s w it h  v a lid it y ,  f o r  ex am p le  " . . .  o u r  m ode l is st il l 
m a in ly  a p r im it ive  list in g  o f  v a r iab les . .."  ( 1 974 : 152 ) ,  a lt h ou gh  Pr ien  ( 1 974 )  
m a in t a in s t h a t  t h e  p rob lem  is p oo r ly  d esig n ed  research .  T h is  w as a ll w r it t en  som e 
t im e  ag o  b u t  No r t h ou se  clea r ly  b e lieves t h e  t h eo r y  co n t in u es t o  be re levan t ,  and  
t h e  Gov e rnm en t 's ow n  PI U Repo r t  say s t h e  sam e.
O f  cou rse ,  som e  o f  t h ese  rese rva t io n s st em  f rom  o p in io n s a b o u t  r esu lt s o b t a in ed  
b y  q u an t it a t iv e  m eans, u sing  st at ist ica l m et h od s t o  m easu re  asp ect s o f  h um an  
behav iou r .  T h is can  be a h ig h ly  q u est io n ab le  ap p roach  an d  can  lead  t o  t h e  
m easu r em en t  n o t  o f  u n d erst an d in g  o f  lead ersh ip  b u t  o f  p eo p le 's b eh av iou r .  Th e  
d an g e r  is t h a t  t h e  research er  t h en  m akes t h e  lin k  b ack  t o  lead e rsh ip  w it h  no o r  
in su f f ic ien t  r ecogn it ion  o f  t h e  need  f o r  and  v a lu e  o f  r e f lex iv it y .  T h e r e  can  be d o u b t  
as t o  t h e  v a l id it y  o f  t h e  app roach  in t h e  f i r st  p lace. T h a t  is n o t  t o  say  t h e  research  
is o f  no  value.  T h e  resu lt s o f  t h ese  st u d ies a re  im po r t an t  co n t r ib u t o r s t o  o u r  
o ve ra ll u n d erst and in g ,  and  t h e  lack  o f  g enera l a ccep t an ce  o f  t h e ir  v a l id it y  m ere ly  
u n d er lin es t h e  d if f icu lt y  o f  f in d in g  an  e f f ect iv e  ob j ect iv e  ap p ro ach  t o  t h e  d e f in it io n  
o f  leadersh ip .  Bu t  w e  n eed  t o  be a live t o  t h e  d an g e rs as w e ll a s t h e  b en e f it s o f  
t r ian g u la t io n  u sing  f u n d am en t a lly  d if f e ren t  r esearch  m et h o d s w it h ,  p e rh ap s,  
in com pa t ib le  u n der ly in g  ep ist em o log ies.
T h e se  f ir st  f o u r  ap p ro ach es a re  ab ou t  leaders t h em se lves.  T h e  f i f t h  ap p r oach  is 
t h e  p a th -goal ap p roach  w h ich  is ab o u t  en h an cin g  " .. .  em p lo yee  p e r fo rm an ce  and  
em p lo yee  sa t isf act io n  b y  f o cu ssin g  on  em p lo yee  m o t iv a t io n "  ( N o r t h ou se  1997 : 88 ) .
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I  have a lr ead y  com m en t ed  on  t h e  f a ilu r e  o f  r esearch  t o  id en t if y  l in k s be tw een  
m o t iva t ion  and  leadersh ip ,  b u t  t h is t h eo ry  o f  lead er sh ip  is b u ilt  o n  t h e ex p ect an cy  
t h eo ry  o f  m o t iv a t io n ,  w h ich  h as a b eg u ilin g  sim p lic it y .  An  e f f ect iv e  leader  t r ie s t o  
m ake  up f o r  d e f ic ien c ie s in t h e  w o rk  en v ir o nm en t  so  t h a t  su b o rd in a t es can  b e t t e r  
m ee t  t h e ir  ow n  g oa ls,  b y  m ak in g  clea r  t h e  pat h  t o  a t t a in in g  g oals,  an d  by 
rem ov in g  ob st ac les in t h a t  path .  T h e  leader  d o es t h a t  by  ad op t in g  t h e  m ost  
h e lp fu l lead e rsh ip  app roach  ( f o r  exam p le ,  d ir ect iv e ,  su p p o r t iv e ,  p a r t ic ip a t iv e ,  
ach ievem en t -o r ien t a t ed ,  et c)  in t h e  sit u a t io n  concern ed .  Su ch  a b road  and  f le x ib le  
ap p roach  is in ev it ab ly  cr it ic ised  f o r  m ak ing  t h e  lin k  b e tw een  lead e rsh ip  st y le  and  
m o t iva t io n  u n su re ,  som et h in g  t h a t  r esearch  has n o t  c lea red  up . N o r t h o u se  a lso  
say s t h e  ap p roach  is " ... com p lex  . .."  ( 1 997 : 96 ) .  W e ll,  h um an  in t e r - r e la t io n sh ip s 
a re  com p lex ,  so  t h a t 's n o t  r ea lly  su rp r isin g !  Bu t  i f  t h e  ap p r oach  d em and s a ra t ion a l 
lead er  t o  ap p ly  r a t ion a l so lu t io n s t o  r a t io na l p rob lem s t h en  it s su p po r t e r s w ill 
st r u g g le  t o  sh ow  how  it  ap p lies in a w o rk  sit u a t io n .  Fo llow ers m ay  n o t  r esp on d  
p osit iv e ly ,  o r  p red ict ab ly ,  t o  a p lea f o r  o b j ect iv e  en lig h t en ed  se lf - in t e r est  w h en  
d r iv en  by  t h e ir  ow n  su b j ect iv e  d em and s ( see Ch em er s and  Aym an  1993 : 329 ) .
T h e  f in a l ap p roach  in t h is f i r st  g roup  is t h e  Lead er -M em be r  Exch an ge  app roach .  
T h is is d if f e r en t  aga in ,  f o cu ssin g  as it  d oes on  t h e  re la t io n sh ip  b e tw een  t h e  leader  
and  su b - o rd in a t es.  T h e  t h eo r y  say s t h at ,  d ep en d in g  on  t h e  n a t u re  o f  t h e  
re la t io n sh ip ,  an  in -g rou p  and  an  ou t - g rou p  d e v e lo p s based  on  t h e  r e la t io n sh ip  
it se lf ,  and  t h e  p e r so n a lit ie s o f  t h e  p eop le  in vo lved .  Fo r  exam p le ,  i f  a su b -o rd in a t e  
is w ill in g  t o  " .. .  go  beyond  t h e ir  f o rm a l j o b  d escr ip t io n  and  t h e  leader ,  in  t u r n ,  d oes 
m o re  f o r  [ t h e m ] ..."  t h en  t h a t  person  b ecom es a m em ber  o f  t h e  in -g r ou p  
( No r t h ou se  1997 : 111 ) .  Ou t - g rou p  m em bers a r e  t r ea t ed  f a ir ly  b y  t h e  le ad e r  b u t  do 
n o t  g e t  specia l a t t en t io n .  Th er e  are som e t ech n ica l cr it ic ism s o f  t h e  ap p r oach  ( on  
m easu rem en t  f o r  exam p le ) ,  b u t  it  has an  in t e rest in g  m oral an d  e t h ica l p rob lem  
a rou nd  f av ou r it ism  and  d iscr im in a t io n  ( fo r  ex am p le  see  Jag o  ( 1 98 2 : 33 0 )  on  t h e  
" t r u st ed  cad r e "  and  t h e  " h ir ed  hands" ) .
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Socia l Ap p ro ach es
T h is secon d  g roup  o f  ap p roach es,  t r an sf o rm at io n a l,  t r a n sact io n a l an d  t eam  
lead ersh ip ,  a re  de f in ed  in  t e rm s o f  h ow  leaders in t e rac t  w it h  f o l low e rs.  T h e r e  is a 
st ro n g  e t h ica l com po n en t  in  t h em  ( b u t  W arsh ,  Bush  and  Clem en s ( 1 999 )  a rgue  
t h a t  t o  assum e lead ersh ip  is ab ou t  " d o in g  t h e  r ig h t  t h in g "  an d  t o  ig n o r e  t h e  d a rk  
sid e  o f  lead ersh ip  can  d ist o r t  t h e  e f f o r t  t o  learn  ab o u t  leadersh ip ) .  Fo r  m any  
w r it e r s bo t h  t h e  t r an sfo rm a t io n a l and  t h e  t r an sact io n a l ap p ro ach  a r e  co vered  
t o g e t h e r ,  a lt h ou gh  t h ey  a re  n o t  p o r t rayed  as t h e  sam e t h ing .  Fo r  ex am p le ,  
N o r t h ou se  ( and  o t h e rs such  as Hou se  and  Sh am ir  ( 1 993 ) )  in clu d es v is io n a r y  and  
ch a r ism a t ic lead ersh ip  in t h e  t r an sfo rm at io n a l ap p roach ;  t h e  PI U r ep o r t  ( PI U 2000 )  
in clu d es ch a r ism a t ic leadersh ip  u n d er  t h e  t r a it  ap p roach .  No r t h o u se  d e f in es t h e  
t r an sfo rm at io n a l app roach  as on e  t h a t " ... ch an g es an d  t r an sfo rm s in d iv id u a ls . .."  is 
con cern ed  w it h  " .. .  v a lu es,  e t h ics,  st an d ard s and  lo n g - t e rm  g o a ls . . ."  an d  in vo lv in g  
" . . .  assessin g  f o llo w er s m o t ives,  sa t isf y in g  t h e ir  n eed s,  and  t r ea t in g  t h em  a fu ll 
h um an  b e in g s"  ( 1 997 : 130 ) .  T h is is r ea lly  a v e ry  am b it io u s d e f in i t io n  an d  ex clu d es 
all so r t s o f  p eop le  one  m ig h t  have con sid e red ,  if  n o t  t r an sfo rm at io n a l in  t h is sen se ,  
ce r t a in ly  ch ar ism at ic,  f o r  exam p le  H it ler .  Bu t  No r t h ou se  st ick s t o  h is g u n s and  
u ses Gan dh i,  aga in ,  Mar t in  Lu t h e r  King  and  Joh n  F. Ken n ed y  as e x am p le s o f  
ch ar ism at ic  leaders.  H it le r  is exclu d ed  b ecau se  h is coe rc iv e  u se o f  p ow er  p u t s h im  
ou t sid e  t h e  d e f in it io n  ( No r t h ou se 1997 : 144 ;  b u t  see  a lso  M cCle llan d  and  Bu rnh am  
( 1976 )  on  p ow er  and  se lf -m a t u r it y ) .  T h e  essen t ia l d ist in ct io n  b e tw een  
t r an sfo rm at io n a l lead ersh ip  and  t r an sact io n a l lead er sh ip  is t h a t  t h e  f o rm e r  re fe r s t o  
a p ro cess t h a t  engages,  m o t iva t es and  " .. .  r a ises t h e  level o f ... m o ra lit y  . . ."  in  bo th  
lead er  and  f o llo w e r  ( No r t h ou se  1997 : 131 ) .  Th is is n o t  t h e  lin e  t aken  in  t h e  PI U 
repo r t ,  w h ich  says t h a t  t r an sfo rm at io n a l lead ersh ip  " .. .  a sse r t s t h a t  lead ers can  
t r an sf o rm  fo llo w e rs b y  pe rsu ad in g  t h em  t o  su b o rd in a t e  t h e ir  in d iv id u a l w an t s t o  
t h e  n eed s o f  t h e  co llect iv e  . .."  ( PI U 2000 :  para D10) .  Fo r  Bass an d  Av o lio  t h e  
ch ar ism a fa ct o r  is g en e ra lly  d ef in ed  " .. .  w it h  r esp ect  t o  f o l lo w e r  r eact io n s as w e ll as 
t o  t h e  lead er 's b e h a v io u r . .."  ( 1 993 : 51 ) ,  b u t  t h e y  a ccep t  t h is can  be e it h e r
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pa r t ic ip a t o r y  o r  d ir e ct iv e  in  st y le  ( as can  all t h e  o t h e r  f ac t o r s in  t h e ir  r ead in g  o f  t h e  
t r an sf o rm at io n a l and  t r an sact io n a l app roach ) .
T h e r e  a re  d if f icu lt ies w it h  all t h is,  o ne  be ing  t h e  lack  o f  c lar it y .  N o r t h o u se  has 
t r an sfo rm at io n a l lead ersh ip  a s " . . .  o ccu r r in g  a lo n g  a con t in u um  t h a t  in co r p o ra t es 
seve ra l com po n en t s o f  lead ersh ip  . .."  ( 1 997 : 145 ) .  An d  d esp it e  t h e  recip roca l 
n a t u re  o f  t h e  leadersh ip  in t e r ven t io n  it  is hard  t o  d isen t an g le  t h e  st y le  f r om  t h e 
t r a it  ap p roach ,  and  n o t  easy  t o  ap p recia t e  t h e  tw o -w ay  com m u n ica t io n  in  it . On e  
t h in k s m o re  o f  Mar t in  Lu t h e r  King  as a m an  w h o  led  f r om  t h e  f r o n t ,  t h an  as a m an  
w h o  led  t h ro u g h  n ego t ia t in g  w it h  su b -o rd in a t es:  t h e  PI U d e f in i t io n  f i t s m o re  easily .  
Eit h e r  w ay ,  t h e  ro le o f  t h e  f o llo w e r  is p a r t icu la r ly  im po r t an t  in t h is  co n t ex t ,  and  t h e  
PI U rep o r t  d raw s a t t en t io n  t o  t h e  " . . .  p o ve r t y  o f  f o l low er sh ip  . . ."  in  o r g an isa t io n s 
w h e re  f o llo w e r s a re  un ab le  t o  co r rect  t h e ir  lead ers m ist akes.  T h e r e  a r e  t h in g s 
h ere t o  be said  ab o u t  w h ist le -b low ers and  d ev il 's ad voca t es and  t h e  ro le  t h e y  p lay  
t o  p ro t e ct  o r g an isa t io n s f r om  t h e  m ist akes leaders m ake.  I n  sp it e  o f  an y  co n fu sion  
t h a t  a t t ach es t o  r esearch  in t o  t h is ap p roach ,  Bass an d  Avo lio  a r e  su r e  t h a t  
t r an sfo rm at io n a l lead ers are m o re e f f e ct iv e  and  g ive  m o re  sa t isf ac t io n  t h an  
t r an sact io n a l leaders ( 1 993 : 65 )  and  t h a t  ch a r ism a t ic leaders sco re  h ig h est  o f  all.
I t  is in t e rest in g  t o  no t e t h a t  Co llin s and  Po r ras ( 1 998 )  say  t h a t  v is io n a r y  com pan ies 
w ill o u t l iv e  t h e ir  leaders,  h ow ever  ch ar ism at ic t h e y  are;  and  Bow ie  ( 2 000 )  su g gest s 
t h a t  Kan t  w ou ld  r e j e c t " . . .  in st r um en t a l t h eo r ie s o f  lead er sh ip  and  m o st  ch a r ism a t ic 
t h eo r ies . .."  and  w ou ld  a im  t o  t u rn  f o l low er s in t o  leaders,  as op p o sed  t o  en g ag in g  
f o llo w e rs in a t w o -w ay  com m un ica t io n .  Th is u n d er lin es t h e  d iv e r sit y  o f  v iew  on 
t h e  su b j e ct  and  t h e  lack  o f  a sin g le  f irm  f o u n da t io n  f o r  r esearch in g  in t o  t h e  n at u re  
o f  leadersh ip .
T h e  e ig h t h  ap p roach  is t eam  leadersh ip .  T h e  ch ap t e r  in N o r t h o u se  is w r it t en  by  
Su san  E. Kog le r  Hill w h o  d escr ib es t h e  t h eo ry  as rest in g  on  lead e rsh ip  f u n c t io n s 
t h a t " . . .  cr o ss tw o  d im en sion s o f  b ehav iou r ,  ( a)  m on it o r in g  v e rsu s t ak in g  act io n  
and  ( b )  f o cu ssin g  on  in t erna l g roup  issu es v e rsu s ex t e rn a l g ro u p  issu es . . ."  ( H ill
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1977 : 161 ) .  T h e  lead er 's r o le  is t o  " . . .  t a k e  ca re  o f  t h e  u nm e t  n eed s o f  t h e  g rou p  
. .."  (H ill 1 977 : 162 )  b y  an a ly sin g  t h e  sit u a t ion  and  u sin g  t h e  ap p r o p r ia t e  
behav iou rs.  I n  p ract ice  t h e  t h eo r y  is com p lex  t o  u se,  and ,  in d eed ,  Hill s a y s , " . . .  t h e  
en t ir e  m odel is n o t  com p le t e ly  su ppo r t ed  o r  t est ed  . . ."  ( 1 997 : 173 ) .  Par t  o f  t h e  
p rob lem  is t h a t  in  a g en u in e  t eam ,  t h e  ro le o f  lead er  m ay  be v est ed  in  a sin g le  
pe rson ,  sh ared  o r  cou ld  even  be a ro t at in g  resp on sib il i t y  am on g st  all t h e  t eam  
m em bers.  Jag o  ( 1 98 2 : 31 6 )  is an o t h e r  w r it e r  w h o  t o u ch es on  t h is.
Gr in t 's A r t s -  t h e  co n st i t u t iv e  a p p r o a ch
I  a lso  w an t  t o  co n sid e r  an o t h e r  ap p roach  t o  lead e rsh ip  b y  Keit h  Gr in t ,  b ecau se  it  
b r in g s in  an o t h e r  se t  o f  issues,  sp ec if ica lly  n o t  f r om  an  o b j e ct iv ist  p o in t  o f  v iew .  I n  
h is b ook  " T h e  A r t s o f  Leader sh ip "  Gr in t  ( 2 000 )  d iscu sses lead e rsh ip  u n d er  f o u r  
g roup in g s,  t r a it ,  con t in g en cy ,  sit u a t io n a l and  con st it u t iv e ,  t h e  f ir s t  t h r ee  o f  w h ich  
o ve r lap  w it h  No r t h ou se 's ap p roach es o f  t h e  sam e nam e.  Bu t  it  is t h e  f o u r t h  t h a t  is 
t h e  f o cu s o f  t h e  book.  Fo r  Gr in t ,  t h e  con st it u t iv e  ap p roach  " . . .  q u est io n s t h e  
sig n if ican ce  o f  t h e  a lleg ed ly  o b j ect iv e  con d it io n s t h a t  su r ro u n d  lead e rs . . ."  and  
su g gest s t h a t  w h a t  co u n t s as a 's i t u a t io n ' and  t h e  'a p p ro p r ia t e '  w ay  o f  lead in g  a re  
" .. .  in t e rp re t iv e  and  con t est ab le  issu es Sin ce  it  is lead e rs w h o  " . . .  a c t iv e ly  
sh ape  o u r  in t e rp re t a t io n  o f  t h e  e n v ir o n m e n t ... and  t h e re fo r e  t h e  t r u t h  . . ."  it  is t h ey  
w h o  se t  t h e  's i t u a t io n '  and  t h u s t h e  'a p p ro p r ia t e ' w ay  o f  lead in g  ( 2 000 : 3 ) .  T o  
sh o r t en  t h e  a r g um en t  som ew h at ,  if  t h is is r ig h t ,  t h en  no  am o u n t  o f  sc ien t if ic  
r esearch  w ill h e lp  us exp la in  leadersh ip ,  o r  g u ide  us in h ow  w e  can  en h an ce  
lead ersh ip  q u a lit ies and  sk ills.  Go lem an  e t  al say s som et h in g  v e ry  s im i la r " . . .  t h e  
lead er 's w ay  o f  see in g  t h in g s has sp ecia l w e ig h t ,  lead e rs 'm an ag e  m ean in g ' f o r  a 
g roup ,  o f fe r in g  a w ay  t o  in t erp ret ,  and  t o  r eact  em o t io n a l ly  t o ,  a g iv en  sit u a t io n  ..."  
( 2 003 : 8 ) .
T h is b r in gs som e  fascin a t in g  p h ilo sop h ica l an d  ep ist em o lo g ica l issu es in t o  t h e  
debat e.  Fo r  a st a r t ,  w e  m ust  accep t  t h a t  lan g u age  is t h e  o n ly  v eh ic le  t h a t  
t r an sm it s t h e  in fo rm at io n  w e  have w it h  w h ich  t o  m ake  j u d g em en t s,  an d  t h a t
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t h e r e fo r e ,  leadersh ip ,  l ike eve ry t h in g  e lse ,  is su b j ec t  t o  lin g u ist ic r econ st ru ct io n  
and  m an ip u la t ion .  T h u s a sh ared  v iew  o f  a leader ,  f o r  ex am p le  t h e  t eam 's v iew  o f  
it s boss,  is t h e  resu lt  o f  o n e  in t e rp re t a t io n  g a in in g  g roun d  o v e r  o t h e rs,  and  t h e  
lead e r  w ill h ave had  som e  m easu re  o f  con t ro l o ve r  w h ich  in t e r p r e t a t io n  t h a t  is and  
h ow  t h a t  v iew  has been  t r an sm it t ed .  I f  an  o rg an isa t io n  say s t h a t  it s leadersh ip  
h as o ve rcom e som e d ir e  cr isis o r  an o th e r ,  h ow  a re  w e  t o  k n ow  t h e  t r u t h  o f  t h e  
st a t em en t ? How  a re  w e  t o  j u d g e  t h e  v e r ac it y  o f  an y  su ch  st a t em en t ? Bu t  it  w ill 
a f f e ct  how  w e  su b j e ct iv e ly  assess,  and  rat e,  t h e  o rg an isa t io n  an d  it s leadersh ip .
I f  I  w ere  t o  push  t h is i l lu st r a t ion  f u r t h e r  it  w ou ld  ra ise  t h e  issu e  o f  r e lat iv ism ;  h ow  
can  w e  eve r  k n ow  w h a t  is ' t r u e '  i f  w e  have  no  ob j ect iv e  basis f o r  est ab lish in g  
t r u t h ? I t  a lso  ra ises som e p ostm od ern ist  a r g um en t s ab o u t  lead e rs an d  f o l low ers 
be ing  " ... 'co n st r u c t io n s' t h a t  o r ig in a t e  in t h e  eye  o f  t h e  o b se r v e r . . . "  and  leads t o  
t h e  sit u a t ion  t h a t " . . .  lead ers a re  n e it h e r  p e rm it t ed  t o  t a ke  c r ed it  n o r  held  
resp on sib le  f o r  ca t ast ro p h es . . ."  ( Rosen au  1992 : 139  and  33;  a lt h ou gh  one  m ig h t  
a rg u e  t h a t  lead ers w ill q u it e  o f t en  t a ke  cr ed it  f o r  su ccess b u t  a lso  n o t  be held  
resp on sib le  f o r  f a ilu re) .  O f  cou rse,  a large n um ber  o f  t h o se  w r it in g  on  leadersh ip ,  
p a r t icu la r ly  t h o se  usin g  p osit iv ist ic,  st a t ist ica l ap p roach es,  w ill r e j e ct  t h is p o sit ion ,  
and  it  is n o t  n ecessary  t o  t ake  t h is l in e  t o  t h e  p ostm odern  ex t r em e  ( a b r ie f  b u t  
i llum in a t in g  d iscu ssion  on  t h is is a t  Ch em ers and  Aym an  ( 1 99 3 : 325 -32 7 ) ) .  Bu t  m y  
re f lex iv e  st an ce  m u st  by  d e f in it io n  adm it  t h is l in e o f  t h in k in g  in  co n sid e r in g  t h e  
research  data.
I  have now  a r r iv ed  a t  t h e  p o in t  w h er e  I  am  go in g  t o  d r aw  a lin e  u n d e r  t h e  
academ ic lit e ra t u re  w h ils t  ackn ow led g in g  t h a t  som e asp ect s o f  lead e rsh ip  h ave n o t  
b een  ad equ a t e ly  d iscu ssed ,  f o r  exam p le ,  Za lesn ik ,  w h o  w as im p o r t an t  in 
d ist in g u ish in g  be tw een  leaders and  m an agers ( Za lesn ik  1 977 / 1992 ) ;  w om en  and  
leadersh ip ,  w h ich  is a cru cia l d im en sion  f o r  o rg an isa t io n s,  in clu d in g  t h e  civ il 
se r v ice ,  w h er e  so  f ew  w om en  r ise t o  sen io r  lead ersh ip  p osit io n s ( see  Bass and  
Avo lio  ( 1 997 ) ,  Ca las and  Sm ir c ich  ( 1 997 ) ,  Cm  4310 ,  Rosen e r  ( 1 99 7 ) ,  and  Sm it h
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( 1 997 ) ,  f o r  exam p le ) ;  Finem an  on  em o t io n  ( Fin em an  2000 ) ,  Ket s d e  Vr ie s ( 19993 )  
on  em o t io n a l in t e ll ig en ce ,  and  Clegg  ( 1 990 )  and  W ilson  ( 1 992 )  on  t ru st ) .
I  ex p ect  som e o f  t h ese  t o  com e t o  t h e  f o re  d u r in g  t h e  d iscu ssion  in Ch ap t e r s 4 ,  5 
and  6  on  t h e  research  ev iden ce .
R e le v a n ce  t o  t h e  c iv i l  se r v ice  -  co r p o r a t e  d o cu m e n t a t io n
One  o f  t h e  t h em es o f  t h is r esearch  is t h e  im po r t an ce  o f  r e la t in g  t h eo r y  t o  
p ro fession a l p ract ice .  I n  t h is case,  h av in g  in v est ig a t ed  t h e  a cad em ic lit e ra t u re ,  I  
w ill n ow  t u rn  t o  t h e  co rp o ra t e  lit e ra t u re ,  an d  t h en  see  w h a t  bo t h  so u r ce s t e ll u s 
ab ou t  lead ersh ip  in t h e  civ il ser v ice .
I  am  g o in g  t o  lo ok  at ,  and  t hen  com pare  and  con t rast ,  t h r ee  co r p o r a t e  so u r ces o f  
in f o rm a t io n  on  leadersh ip .  Fir st  is t h e  D epa r tm en t 's ow n  com p e t en cy  gu ide ;  
secon d  is t h e  Perm an en t  Secr e t a r y 's led  r ep o r t  on  Civ il Se rv ice  re fo rm ;  and  t h ir d  
t h e  Gov er nm en t 's Per fo rm ance and  I n n ova t io n  Un it 's r ep o r t  on  lead e rsh ip  w h ich  
has a lr ead y  been  re fer red  t o  in  t h is chap t er .  M y  a im  is t o  see  w h e t h e r  t h e r e  is a 
co h e ren t  em er g en t  d iscou rse  t h a t  cou ld  he lp  t h e  research ;  o r  p e rh ap s even  a 
m odel o f  lead ersh ip  t h a t  I  m ig h t  ex p ect  t o  be p reva len t  am on g st  se n io r  civ il 
se rvan t s.
T h e  com p et en ce  gu ide
My  f i r st  so u r ce  is an  in t e rn a l Depar tm en ta l d o cum en t  w h ich  w as cu r r e n t  up  t o  
March  2 006 ,  and  t h u s w h ile  t h e  research  h as t aken  p lace. T h e r e  a re  seve ra l 
r e f e ren ces t o  leadersh ip  in t h e  D fES and  t h e  civ il se r v ice  g en e ra lly  w h ich  m ig h t  
he lp  u s beg in  t o  p in  d ow n  w h a t  t h e  t e rm  m ig h t  m ean  in t h o se  o r g an isa t io n s,  o r  a t  
least  h ow  it  is app lied  o r ym easu red .  T h e  D fES " Com p e t en cy  Gu id e "  se t s o u t  f iv e  
com pe t en cies f o r  st a f f  w h ich  " . . .  d escr ib e  how  w e  sh ou ld  d o  o u r  j o b  an d  h ow  w e  
sh ou ld  ach ieve  o u r  ou t p u t s r a t h e r  t h an  w h a t  t h e  t ask s o r  o u t p u t s t h em se lv es
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act u a l ly  are.  T h e y  a re  a se t  o f  w o rk in g  b eh av iou rs ..."  ( D fES 2001) .  Fo r  t h e  f i r st  
t im e ,  t h e  Depa r tm en t  se t  g enera l com p e t en cies,  r a t h e r  t h an  d if f e r en t  
com pe t en cies f o r  d if f e ren t  g rades.  T h e  f if t h  o f  t h e  f iv e  com pe t en cies is ca lled  
Lead ing  and  Man ag in g  O t he rs,  and  it  is w o r t h  se t t in g  it  o u t  in fu ll.  T h e  d e f in it io n  
g iven  is
" y o u  g e t  t h e  b est  o u t  o f  p eop le  b y  g iv in g  c lea r  d ir ect io n ,  o f f e r in g  su p po r t  
and  en cou rag em en t ,  t r ea t in g  ev e r yon e  f a ir ly  and  v a lu in g  d iv e r sit y "
and  t h e  com pe t en cy  in d icat o rs are:
•  y ou  h ave long  t e rm  w o rk  g oa ls and  c le a r  p lan s and  y o u  com m u n ica t e  t h ese  
e f f e ct iv e ly
•  y ou  d e leg a t e  ap p r op r ia t e ly  t o  in d iv id u a ls o r  g rou p s,  en ab lin g  p eop le  t o  t a ke  
resp o n sib il i t y  f o r  t h e ir  w o rk  and  g iv in g  f e ed b ack  w h en  n ecessa ry
•  y ou  recog n ise  posit ive  co n t r ib u t io n s an d  ideas,  and  h e lp  p eop le  t o  learn  
f r om  m ist akes ra t h e r  t h an  b lam ing  t h em
•  y ou  f o re see  and  m anage r isks and  con sequ en ces,  an d  h e lp  o t h e r s do  t h e  
sam e
•  y ou  en cou rag e  m o t iv a t e  and  su p p o r t  p eop le  f r om  all b a ck g ro u n d s,  and  
t h o se  w it h  a lt e rn a t iv e  w ays o f  w o rk in g  (m ak in g  reaso n ab le  ad j u stm en t s 
w h en  n ecessary )
•  y ou  t ake  d ecisio n s,  in vo lv in g  o t h ers as ap p rop r ia t e ,  an d  exp la in in g  c lea r ly  
and  sen sit iv e ly  w h y  con t en t io u s d ecisio n s have  been  m ade
•  y ou  a re  t r a in ed  in, and  use, t h e  Per fo rm an ce  M an agem en t  Syst em  t o  
m an age  staf f ,  se t t in g  c lea r  o b j ect iv es,  r ev iew in g  p rog ress,  an d  d ea lin g  
p rom p t ly  w it h  p oo r  p e r f o rm an ce  and  d iscip l in e  p rob lem s
•  you  ca r r y  o u t  y o u r  legal and  o rg an isa t io n a l r esp o n sib il i t ie s f o r  t h e  h ea lt h  
and  sa fe t y  o f  st a f f ,  and  equa l o p p o r t u n it ies,  an d  en co u rag e  a b a lan ce  
b e tw een  w o rk  and  life o u t sid e  w o rk
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•  y ou  list en  t o  f e ed b ack  and  act  on  it ,  co n t in u in g  t o  d ev e lo p  y o u r  lead e rsh ip  
and  m an ag em en t  sk il ls and  t ech n iq u es.
T h is  list  is b acked  up  by  exam p les o f  g ood  and  bad  b eh av iou r  an d  tw o  b r ie f  case  
st u d ies.
T h e  Depa r tm en t  is c lea r  w e  a re  dea lin g  h ere w it h  b eh av iou rs ra t h e r  t h an  
p erson a lit y ,  t h a t  lead ersh ip  is ab ou t  v isio n ,  d ir ect io n  and  su p p o r t ,  an d  t h a t  t h e r e  is 
a m oral o r  e t h ica l d im en sion .  I t  is a lso  f a ir ly  c lea r  t h a t  lead e rsh ip  is ab o u t  w h a t  
t h e  lead er  d oes t o  h e lp  o t h e rs ach ieve  ou t com es as w e ll a s ach iev in g  g oa ls 
t h em se lves.  T h e  co n cep t  o f  f e ed b ack  is a lso  im po r t an t ,  b u t  t h e  lead e r  ap p a ren t  
p assiv e ly  list en s t o  it  and  act s on  it , r a t h e r  t h an  act iv e ly  seek in g  i t  ( see  Pa lm er  
( 1 974 ) ,  W ash bu sh  and  Clem en t s ( 1 999 ) ,  and  de  Geu s ( 1 999 )  on  t h e  v a lu e  o f  
f e ed b ack  and  Arg y r is ( 1 991 )  on  t h e  d if f icu lt y  o f  g e t t in g  a ccu r a t e  f eed b ack ) .  Bu t  
t h e  w o rd  ' t e am ' isn 't  u sed , w h ich  is su rp r isin g  b ecau se  t h e  w h o le  o f  t h e  
D epa r tm en t 's w o rk fo r ce  is based  on  h ie ra rch ica l t eam s,  D iv isio n s and  D irect o ra t es.  
O f  cou rse ,  t h e  com pe t en cy  as d e f in ed  is ab o u t  lead in g  and  m an ag in g ,  so  con f u sion  
be tw een  t h o se  ro les is a com p lica t in g  f act o r .
Civ il se r v ice  refo rm  rep o r t
T h e  D fES com pe t en cy  g u id e  is n o t  t h e  on ly  t ex t u a l so u r ce  f r om  w h ich  w e  m ay  
u n d erst an d  b e t t e r  w h a t  is m ean t  by  t h e  t erm  lead e rsh ip  in  t h e  civ il se r v ice .  My  
secon d  so u r ce  is a civ il se r v ice  w id e  re fo rm  package . I n  au t um n  1999 ,  t h e  
p e rm an en t  h eads o f  t h e  m ain  civ il se r v ice  d ep a r tm en t s m e t  u n d er  t h e  
ch a irm an sh ip  o f  Sir  Rich ard  W ilson ,  t h e  t h en  h ead  o f  t h e  c iv il se r v ice ,  t o  d iscu ss 
t h is agenda  o f  civ il se r v ice  refo rm . T h e ir  r ep o r t  w as sen t  t o  t h e  Pr im e  M in ist e r ,  
and  p u b lish ed  on  15 Decem ber  1999  ( and  can  be f o u n d  on  t h e  Cab in e t  O f f ice  
w eb sit e ,  w w w .cab in e t - o f f ice .g o v .u k ) . T h e  rep o r t  f o cu sed  on  six  k ey  t h em es
•  lead ersh ip
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•  b u sin ess p lan n in g
•  p e r f o rm an ce  m an agem en t
•  d iv e r sit y
•  a m o re  op en  se r v ice  w h ich  b r ing s on  t a len t ,  and
•  m ak in g  t h e  civ il se r v ice  a bet t er  p lace  t o  w ork .
Leadersh ip  w as t h e  f i r st  t h em e,  bo t h  in im po r t an ce  and  in o rd e r ,  n ow  expan ded  
in t o  t h e  p h rase  " st r o n g e r  lead ersh ip  w it h  a c le a r  sen se  o f  p u rp ose" .  W ilso n  w en t  
on
" a ll  st u d ies o f  su ccessfu l o r g an isa t io n s sh ow  t h a t  st r o n g  lead e rsh ip  is 
essen t ia l t o  ach ieve  change .  W e  need  lead ers a t  a ll leve ls,  b u t  p a r t icu la r ly  a t  
t h e  t op ,  w h o  a re  act iv e ly  com m it t ed  t o  t r an sf o rm in g  t h e ir  o rg an isa t io n s,  
h ave  a c lea r  sen se  o f  d irect io n ,  p u rp ose  and  va lu es,  an d  in sp ire  and  
m o t iv a t e  t h o se  t h e y  w o rk  w it h "  (W ilson  1999 : 2 ) .
H is d escr ip t io n  o f  w h a t  t h is m ean t  w en t  o n  t o  in clu de  t h e  in t r o d u ct io n  o f  civ il 
se r v ice -w id e  v isio n  and  valu es;  t h e  d ef in it ion  o f  lead ersh ip  q u a lit ie s and  
com pe t en cie s and  t h e  use o f  t h ese  in r ecru itm en t ,  t r a in in g  and  p rom o t io n ;  se lf -  
aw aren ess as a key  cr it e r ion  f o r  g ood  lead ersh ip ;  and  co rp o ra t e  lead e rsh ip  f o r  t h e  
civ il se r v ice  as a w ho le.  I t  is, p erhaps, n o t  su rp r isin g  t h a t  W ilso n  w ou ld  say  t h a t  
st r o n g  lead e rsh ip  is n ecessary  t o  e f f ect  ch ange .  T h e r e  is, as w e  h ave  seen ,  p len t y  
o f  l it e r a t u re  t o  su g gest  t h is,  a lb e it  som e t im es in con f lic t in g  st o r ies.  Bu t  w h a t  
ex act ly  is he g et t in g  a t ? Th e re  is l it t le  h ere t o  sh ow  t h a t  W ilso n  and  t h e  o t h e r  
p e rm an en t  secr e t a r ies had  in m ind  a t r u ly  r ad ica l ch an g e  d esp it e  t h e  rh et o r ic.  Bu t  
d oes h is u se o f  t h e  w o rd  " t r an sfo rm in g "  im p ly  t h e  n eed  f o r  t r an sf o rm a t io n a l 
lead ersh ip ?
Back  in t h e  D fES,  Sir  M ichael Bichard ,  t h en  Perm an en t  Secr e t a r y ,  sa id  lead e rsh ip  
w ou ld  " . . .  f ea t u re  m ore st r on g ly  ... in  r e cr u itm en t  an d  p rom o t io n " .  I n  a sp eech  t o  
st a f f  he said  " t eam s p rod u ce  be t t er  so lu t io n s m o re  o f t en  t h an  in d iv id u a ls.  Bu t
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te f f ect iv e  t eam s requ ire  peop le  t o  be f lex ib le  and  t h ey  n eed  lead ers w h o  p rov ide  a 
sen se  o f  p u rp ose  and  d ir ect io n  w it h o u t  seek in g  a lw ays t o  im po se  t h e ir  w il l"  
( Bich ard  1999) .
So  t h is st r and  o f  t h o u g h t  p ro vokes t h e  n o t ion  t h a t  lead er sh ip  is a b o u t  pu rpose,  
ch an ge ,  d irect io n ,  and  v a lu es and  ab ou t  m o t iva t in g  su b - o r d in a t es ( I  p r esum e t h e  
p h rase  " .. .  t h o se  t h ey  w o rk  w it h  ..."  u sed  by  Rich ard  W ilson  can  be eq u a t ed  w it h  
" su b - o r d in a t e s"  in  t h e  g en era l case.  Th e re  is a d eg ree  o f  p o lit ica l co r r ec t n ess 
ab ou t  t h e  t e rm s u sed  f o r  o n e 's co -w o rke rs t h a t  get s in  t h e  w ay  o f  c la r it y ,  b u t  t h e  
n o t io n  o f  som eon e  act in g  in  a leadersh ip  cap ac it y  w it h  a m o re  sen io r  co lleag u e ,  f o r  
an y  s ig n if ican t  per iod ,  is n o t  an  easy  one  t o  im ag in e  in  t h e  civ il se r v ice .  T h e  
h ie ra r ch ica l and  t eam  st ru ct u r e  it se lf  im poses bo th  a w ay  o f  w o rk in g  w it h ,  and  
l im it s access t o ,  o thers) .  Bich ard 's con t r ib u t io n  b r in g s in t eam s,  f le x ib il it y  and  t h e  
n o t ion  t h a t  t h e  leader  sh ou ld  n o t  a lw ays lead .
T h e  Gov er nm en t 's  Per fo rm an ce  and  I n n ovat io n  Un it  (PI LO r ep o r t
A  t h ir d  sou rce  is t h e  g ov er nm en t  r ep o r t  " St r en g t h en in g  Lead e r sh ip "  (PI U 2000 ) .  
T h e  rep o r t  is im po r t an t  b ecause  it  w as w r it t en  b y  an  am a lg am  o f  f a st  st r eam  civ il 
se r van t s and  ou t sid e  ap p o in t ees act in g  as a p r o j e ct  t eam  f o r  t h a t  p u rp ose ;  b u t  it  
d o esn 't  n ecessar ily  r ep resen t  g o v er nm en t  po licy  and  it s r e com m en da t io n s m ay  o r  
m ay  n o t  be adop t ed .
Much  o f  t h e  rep o r t  w ill be re levan t  t o  t h is r esearch ,  b u t ,  a lt h o u gh  t h e  t eam  
in t e r v iew ed  a w id e  se lect io n  o f  sen io r  peop le ,  it  is a r ep o r t  on  w h a t  lead e rsh ip  is o r  
sh ou ld  be,  n o t  ab o u t  h ow  civ il se r van t s o r  o t h e rs u n d erst an d ,  an d  m ake  sen se  o f ,  
leadersh ip .  So  it  st a r t s f r om  a d if f e ren t  posit ion .  I  am  m o re  co n cer n ed  w it h  h ow  
sen io r  c iv il se r van t s u nderst and  t h e  co n cep t  an d  h ow  it  e f f ec t s d a y  t o  d ay  w ork .  
T h e  rep o r t  r e f lect s t h e  con fu sion  id en t if ied  ab o ve  by  f a ll in g  in t o  t h e  c lassic  t r ap  o f  
say in g  on  t h e  one  hand  " .. .  lead ersh ip  t h eo ry  is r iven  b y  co n f lic t in g  in t e r p r e t a t io n s 
. . ."  and  " ... leaders t h em se lves do  no t  u n d erst an d  t h e  reason s f o r  t h e ir
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e f f ect iv en ess ..."  and  on  t h e  o t h e r " . . .  act ion  sh ou ld  in clu d e  ... m o re  v ig o ro u s 
ap p r o ach es t o  r ecru itm en t  and  se lect io n  ... [ and ]  m o re  in t en siv e  d ev e lo pm en t  o f  
lead ers ... d raw in g  on  b est  p ract ice  . .."  ( PI U 2000 :  p aras 3 and  4) .  I t  is hard  t o  see 
how ,  on  t h e  basis o f  co n f lic t  and  lack  o f  u n d erst an d in g ,  r ec r u itm en t  an d  se lect io n  
can  be r ig o rou s enou gh  t o  reach  an y  ag reed  co r p o ra t e  goal.  T h e  act io n s 
d em anded ,  c lea r  and  u n com p rom isin g  as t h e y  are,  ap p ea r  t o  com e f r om  
som et h in g  o t h e r  t h an  an  ag reed  m odel o f  lead e rsh ip  o r  an y t h in g  t h a t  am ou n t s t o  
r esearch  in  t h e  rep o r t  it self .  To  be f a ir ,  t h e  r ep o r t  d o es say  t h a t  f o r  a b e t t e r  
u n d erst an d in g  o f  t h e  lead ersh ip  b eh av iou rs m o re  w o rk  is n ecessa ry ,  b u t  t h a t  
r a t h e r  h um b le t o n e  is n o t  t yp ica l o f  t h e  au t h o r s ' app roach .  An d  it  d o esn 't  st o p  t h e  
au t h o r s reach in g  t h e ir  v e ry  f o cu ssed  recom m end a t io n s f o r  act ion .  A  p r act it io n e r  
p ick in g  up  t h e  rep o r t  m ig h t  leg it im a t e ly  a sk  ex act ly  w h a t  t h e  m ode l o f  lead e rsh ip  
w as,  t h a t  t h e  rep o r t  r ecom m ended ,  and  w h ich  in fo rm ed  t h is  m o re  v ig o r o u s 
app roach  t o  r ecr u itm en t  and  se lect ion .
I n  Ch ap t e r  3, t h e  rep o r t  se t s o u t  w h a t  t h e  au t h o r s ' b e lieve  a re  lead er sh ip  
b eh av iou rs in  act io n ,  as fo llow s:
•  g en e ra t in g  and  hear in g  m u lt ip le  p e r sp ect iv es
•  " h o ld in g "  sit u a t io n s o f  u n cer t a in t y
•  m an ag in g  b ou n dar ies e f f e ct iv e ly
•  d issem in a t io n  o f  in fo rm at io n
•  t h e  a r t icu la t io n  o f  o rgan isa t io n a l v a lu es
•  r ecog n isin g  t h e  leg it im a t e  ro les o f  o t h e rs
•  n ego t ia t in g  e f f ect iv e ly ,  and
•  act in g  as i f  r esp onsib le  f o r  t h e  o ve ra ll o u t com e.
Bu t  t h ese  a re  a m ix t u re  o f  t ask s and  b eh av iou rs and  it  is n o t  e asy  t o  read  acr o ss 
f r om  t h e  PI U list  t o  t h e  o t h e r  t w o  so u rces w e  h ave looked  at .
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Th e  rep o r t  su g g est s h ow  som e asp ect s o f  t h e  p ub lic se ct o r  en v ir o nm en t  p lace 
in creased  d em and s on  t h e  need  f o r  h igh ly  e f f e ct iv e  leadersh ip .  T h e  f a ct o r s t h ey  
list  a re  p rob lem  so lv in g  in cross- cu t t in g  issu es su ch  as so cia l exclu sion ;  p ressu re  
f o r  seam less se rv ice  acro ss m any  agen cies;  g rea t e r  in v o lv em en t  o f  p r iv at e  and  
v o lu n t a r y  sect o r s in  d e liv e r in g  p ub lic serv ices;  , p ressu re  f o r  co n t in u o u s 
im p ro vem en t  an d  in novat ion ;  and  m ore com p lex  po lit ica l and  in st it u t io n a l 
a r ch it ect u re ,  in clu d in g  d evo lved  adm in ist r a t io n s,  r eg iona l b od ie s and  t h e  Eu ropean  
Un ion .  T h e  rep o r t  say s " lead e r s are less ab le  t o  m an ip u la t e  t h e  w o r ld  t h r ou g h  
t r ad it io n a l 'com m and  and  co n t ro l'  m et hods. T h e y  n eed  t o  co lla b o ra t e  m ore,  
m an age  ch ange t h r ou g h  o t h ers,  and  f o cu s on  cu st om ers w h o se  p rob lem s m ay  no t  
be su scep t ib le  t o  so lu t ion  by  a sin g le  ag en cy "  ( PI U 2000 :  p a ras 2 .9 / 2 .1 0 ) .
I n t e rest in g ly ,  t h e  rep o r t  se t s o u t  som e reason s w h y  lead ers in  t h e  p u b lic se rv ice  
a re  con st ra in ed  in  w ays t h a t  lead ers in  t h e p r iv a t e  sect o r  are not .  Essen t ia lly  t h ese  
bo il d ow n  t o  r isk  ave rsio n  in sp en d in g  p ub lic m on ey  and  t o  p o lit ica l accou n t ab ilit y ,  
b u t  t h e  rep o r t  su g g est s t h a t  t h ese  tw o  f a ct o r s a re  n o t  a lon e.  T h e y  su g g est  t h e r e  
is a b lam e cu lt u r e  in  t h e  p ub lic sect o r ;  t h e  resu lt s o f  su ccessf u l lead e rsh ip  m ay  be 
hard  t o  see;  t h e re  a re  m u lt ip le  layers o f  con t ro l;  leaders a re  n o t  su f f ic ie n t ly  
ch a llen g ed  o r  held  t o  accoun t ;  and  in  som e par t s o f  t h e  p u b lic sect o r ,  lead e rsh ip  is 
u n d erva lu ed  ( PI U 2000:  para 2 .1 3 / 2 .1 4 ) .
Br in g in g  t h e  co r p o r a t e  d o cum e n t a t io n  t o g e t h e r  -  a n  e m e r g e n t  
d isco u r se ?
Th is sect io n  b r in g s t o g e t h e r  t h e  t h ree  p ieces o f  co rp o ra t e  d o cum en t a t io n  and  
a t t em p t s t o  syn t h esise  t h em  in t o  o n e  em erg en t  d iscou rse  t h a t  I  t e n t a t iv e ly  
d escr ib e  as " t h e  co rp o ra t e  p osit ion  on  leadersh ip " .  I n  d o in g  t h is,  I  a ckn ow led g e  
t h a t  t h e  Depa r tm en t  i t se lf  has no t  d on e  t h is and  m ay  n o t  ag r ee  t h a t  t h e  o u t p u t  
sh ou ld  b ea r  t h a t  label.  So ,  p u t t in g  t h e  t h r ee  sou r ces t o g e t h e r  w e  can  beg in  t o  
co n st r u c t  an  em er g en t  d iscou rse ,  n o t  in o rd e r  t o  seek  a t r u t h  b eh in d  it , b u t  t o  
id en t if y  a reas o f  com m ona lit y  t h a t  m ig h t  su g g est  l in es o f  q u est io n in g  f o r  t h e
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r esearch  in t e rv iew s.  Som e  o f  t h e  w o rd s u sed  by  t h e  t h ree  a re  sum m ar ised  below ;  
I  h ave  f a llen  t o  t h e  t em p t a t io n  t o  in clu de  'd iv e r sit y '  n o t  f r om  w h a t  Rich ard  W ilson  
said  b u t  f r om  h is list  o f  six  key  t h em es,  sin ce  t h e  rep o r t  it se lf  sa id  t h a t  leadersh ip  
w as key  t o  each  o f  t h e  t hem es.
D fES
com p e t e n cy
R e p o r t  t o  PM P I U  R e p o r t Em e r g e n t
d isco u r se
Visio n Visio n Visio n Visio n
D irect ion D irect io n / Ch an ge /
Pu rp ose
M ission Goal o r ien t a t io n
He lp in g  o t h e rs Va lu es Co -op era t iv e Va lu in g  peop le
Su p po r t Team s Ad ap t ab ilit y T eam  w o rk in g  •
Feedb ack Se lf  aw aren ess Gen era t in g  and  
hear in g  m u lt ip le  
p e r sp ect iv es
Re f lex iv it y
Beh av iou r Beh av io u r
Moral
d im en sion
D ive rsit y Mo ra l d im en sion
Flex ib il it y Fle x ib il i t y
Mo t iva t ion Mo t iv a t in g
o t h e r s
Table 1: comparison of terms used in the context of \leadership'
W h ilst  it  is p o ssib le  t o  level cr it ic ism  a t  t h is sim p le  assem b ly  o f  d a t a ,  t h e  
Depar tm en t ,  o r  t h e  Civ il Se rv ice  as a w h o le ,  has u sed  t h ese  w o rd s,  h as sa id  t h ese  
t h in g s,  and  p resum ab ly  st an d s by  t hem .  Th e  assem b ly  is n o t  a rb it r a r y .  Fo r  
exam p le ,  I  h ave w o rked  w it h  t h e  D fES com pet en cy  f r am ew o r k  reg u la r ly ,  an d  it s 
e f f ect iv en ess as a p ract ica l t oo l has t h u s been  f r eq u en t ly  t est ed .  T h e  w o rd s I  have 
se lect ed  in co lum n  one ( D fES com pet en cy )  and  t h r ee  (PI U Repo r t )  a r e  f r om  t h e  
d o cum en t s t h em se lves.  Co lum n  tw o  ( Repo r t  t o  PM)  is m o re  p r ob lem at ic.  On ce
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t h e  f an f a r e  o f  t h e  rep o r t  and  t h e  Depar tm en t a l v e r sio n s o f  it  h ad  b low n  t h ro u g h  
t h e  o f f ice ,  w e  a re  le f t  w it h  t h e  w o rd s on  t h e  page,  and  m y  in t e r p r e t a t io n  o f  t h e  
au t h o r 's in t en t ion s.  T h e  read er  can  j u d g e  f o r  t h em se lv es t h e  v a l id it y  o f  t h e  last  
co lum n .
A t  t h is p o in t  w e  can  beg in  t o  ch eck  b ack  and  see  h ow  t h is an a ly sis f i t s  w it h  
N o r t h ou se 's an a ly sis t o  see w h e re  t h a t  su g gest s t h is p u t s t h e  c iv il se r v ice  
lead ersh ip  app roach .  W e can  ru le ou t  t h e  t r a it  ap p roach  on  t h e  g r o u n d  t h a t  t h e  
c iv il se r v ice  lin e is c lea r ly  ab ou t  b eh av iou r  r a t h e r  t h an  p e rsona lit y .  An d  t h e  sam e 
g oes f o r  t h e  Leade r -Mem b er  Exchan ge  ap p roach ,  g iv en  t h a t  it  h as t h e  m oral 
p rob lem  ad d ressed  above . I t  cou ld ,  h ow ever ,  st i ll h e lp  t o  exp la in  t h e  act io n s o f  
in d iv id u a l leaders.  Co n t in g en cy  t h eo r y  is h a rd e r  t o  deal w it h .  I  d o  n o t  b e liev e  one  
can  d ism iss it  o u t  o f  hand  so le ly  b ecau se  it  f o cu ses on  t h e  lead e r  ch an g in g  t o  f i t  
t h e  sit u a t io n ,  b u t  it  d o esn ' t  d ea l w it h  a lead ersh ip  st y le  o r  ap p r oach  t h a t  can  be 
ap p lied  a t  all easi ly  t o  t h e  c iv il se r v ice  w h ere,  g en e ra lly ,  p o st in g s a r e  n o t  m ade 
w it h  an  ey e  t o  p ick in g  leaders t o  deal w it h  a p a r t icu la r  co n t in g en cy .  I n d eed ,  t he  
PI U rep o r t  su g g est s t h a t  ad ap t ab i lit y  is a p re req u isit e  o f  an  e f f e c t iv e  lead e r  so  t h a t  
t h e y  can  be su ccessfu l in  a v a r ie t y  o f  j o b s (PI U 2000 ,  p21 ) ,  an d  p r esum ab ly  a 
v a r ie t y  o f  con t in g en cies,  b u t  t h a t  t h en  d escr ib es a d esir ab le  sk ill r a t h e r  t h an  a 
lead e rsh ip  st y le.  As Rickard  and  Cla r k  p u t  it , t h is is an  " i t  all d e p en d s"  t h eo r y  
( 2 006 : 36 ) .
T h a t  leaves t h e  o t h e r  f iv e  ' t r ad it io n a l'  ap p roach es.  Know in g  a t  o n ce  t h a t  t h is 
ex e r c ise  w ill t h r ow  up as m any  n ew  q u est io n s as o ld  on es it  h e lp s d ea l w it h ,  let  us 
see  h ow  w ell t h ese  f iv e  m at ch  up t o  t h e  o ve ra ll d isco u rse  w e  h ave d eve lop ed .
T h is is an  exe rcise  in exp lo ra t ion  ra t h e r  t h an  an  a t t em p t  t o  d isco v e r  an  
u n equ ivo ca l an sw e r  and  t h e  p o in t  is t o  su g gest  ap p ro ach es f o r  t h e  re sear ch  ra t h e r  
t h an  t o  d r aw  u n equ ivo ca l con clu sion s.
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Le a d e r sh io  a  d d  r o a ch
Em e r a e n t
d isco u r se S t y le S it u a t io n a l
P a t h -
g o a l T r a n sf o rm a t io n a l T e am
V isio n
Y
Goa l
o r ie n t a t io n
Y Y Y Y Y
V a lu in g
p e op le
Y Y Y Y
Te am
w o r k in g
Y Y Y
R e f le x iv i t y
Be h a v io u r Y Y Y Y Y
M ora l
d im e n sio n
Y
Fle x ib i l i t y Y Y Y
M o t iv a t in g
o t h e r s
Y Y Y
Note:  Y -  yes;  good match w ith descr ip t ion in Northouse (1997)  
em pty space -  unclear;  eit her no match at  all, o r  no evidence in Northouse 
Table 2: comparison between emergent discourse and six leadership approaches
I t  is n o t  en t ir e ly  su rp r isin g  t h a t  such  a b road  m ix  o f  com po n en t s in  t h e  o ve ra ll 
d isco u rse  has su g gest ed  a good  m at ch  w it h  m o st  o f  t h e  ap p r o ach es in  Nor t h ou se .  
Bu t  all t h e  ap p r oach es b y  de f in it io n  in clu de  goal o r ien t a t io n  an d  b eh av iou r ,  so  by  
e lim in a t in g  t h o se  e lem en t s t h e  d if f e ren ce  be tw een  t h e  'sco r e s '  f o r  each  is st a r ke r ,  
and  t h e  raw  da ta  su g g est  t h a t  t h e  pa th -goal and  t r an sfo rm at io n a l ap p ro ach es a re  
n ea rest  t h e  o ve ra ll d iscou rse.  Ne it h er ,  h ow ever ,  e x p lic it ly  in c lu d es re f lex iv it y ,  
a lt h ou gh  p ro p on en t s o f  t h e  ap p roach es m ay  say  t h a t  r e f le x iv it y  is assum ed ,  and  
t h e  sam e rep ly  m ig h t  deal w it h  t h e  o t h e r  d ep a r t u r es f r om  t h e  o ve ra ll d iscou rse .
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W e sh ou ld  n o t e  t h a t  Bass and  Av o lio  ( 1 997 )  and  Sm it h  ( 1 99 7 )  su g g est  w om en  a re  
m o re su ccessf u l t h an  m en  a t  t r an sfo rm at io n a l leadersh ip ,  an d  no te  t h a t  w om en  
are in  a m in o r it y  in  sen io r  c iv il se r v ice  post s.
Pict u res a t  an  aw ay day
From  t im e  t o  t im e ,  D irect o ra t es in  t h e  Depa r tm en t  o rg an ise  aw ay  d ay s f o r  t h e ir  
st af f .  I n  Ju ly  2003 ,  t h e  150 o r  so  st a f f  f r om  t h e  D irec t o r a t e  t h a t  p ro v id ed  t h e 
m a j o r it y  o f  t h e  in t e r v iew ees in t h is r esearch  cam e t o g e t h e r  t o  co n sid e r  a n um ber  
o f  issu es in clu d in g  " t h e  a r t  o f  leadersh ip " .  T h e  w o rd  'a r t '  h e re  re fe r s t o  t h e  u se o f  
t h e  im ag er y  o f  t h e  ab st ra ct  a r t ist  W assi ly  Kand in sky .  Six  g ro u p s o f  st a f f ,  o f  all 
g rad es,  w ere  asked  t o  c o n s id e r " .. .  t h e ir  ex p ect a t io n s o f  t h e ir  lead e rs and  t h e  
ch ar act e r is t ics t h ey  w ou ld  like t o  see "  ( Picke r in g  and  W e lsh  2 003 : 20 ) .
Be fo re  m ak in g  t h e ir  p ict u res,  t h e  g roup s w er e  asked  t o  m ake n o t e s on  t h e  
exp ect a t io n s and  charact e r ist ics,  and  t h en ,  a f t e r  com p le t in g  t h e ir  p ict u re ,  t o  
in t e r p r e t  it . I t  is in t e rest in g  t o  look  a t  t h ese  n o t es and  in t e rp re t a t io n s f r om  tw o  
p o in t s o f  v iew .  First ,  is t h e re  a com m ona lit y  acr o ss t h e  s ix  g r o u p s w h ich  cou ld  be 
sa id  t o  am ou n t  t o  an  a ll- st a f f  v iew  o f  leadersh ip  and ,  secon d ,  a re  t h e r e  sim ila r i t ie s 
b e tw een  t h a t  v iew ,  if  it  ex ist s,  and  t h e  v iew s exp ressed  in t h e  m a in  research .
T h e  g ro u p s ap p roach ed  t h e ir  t ask s in  slig h t ly  d if f e r en t  w ay s so  it  is im p o r t an t  t o  
loo k  a t  t h e  w o rd s t h e y  used . Th is is m ost  easi ly  d on e  in a com p a ra t iv e  t ab le  
d raw in g  o u t  t h e  sim ila r i t ies b etw een  t h e  g rou ps.  Th e  f o u r  h ead in g s a r e  t aken  
f r om  t h e  em e rg en t  d iscou rse  id en t if ied  f r om  co r p o ra t e  lit e ra t u re ,  and  t h e  g ro u p  
com m en t s pu t  w h ere,  in m y  j u d g em en t ,  t h ey  ap p ea r  t o  f i t  best .  T h e  o n ly  ed it in g  
o f  t h e  n o t es is t o  cu t  o u t  som e d up lica t io n  in g rou p  l ' s  com m en t s,  o t h e rw ise  t h e  
w o rd s a re  t h e  en t ir e  n o tes le f t  b y  t h e  g roups.
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V is io n  a n d  
g o a l
o r ie n t a t io n
V a lu in g  p e o p le ,  
b e h a v io u r ,  m o ra l  
d im e n sio n
R e f le x iv i t y ,
f le x ib i l i t y
T e am
w o r k in g ,
m o t iv a t in g
o t h e r s
G ro u p
1
Car ry in g  
ev e r yo n e  
a long  t ow ard s 
a com m on  
pu rp ose
Open n ess,  l ist en ing ,  
in clu siv e  and  
ap p r oach ab le ,  reach  
eve ryo n e  t ak in g  
d if f e r en t  r ou t es and  
ap p roach es
Sca le s f a ir n ess 
eq u ilib r ium  
balan ce,  f le x ib le  
and  t act ile
T h e  leader  is 
keep in g  h is/ h e r  
st a f f  in  o rd er  
and  look in g  
a f t e r  t h em
G ro u p
2
Bold ,
il lum in a t ed
I n clu siv e ,  
Som e t im es sharp  
and  in cisiv e  
som e t im es so f t e r
Ab le  t o  ad ap t  
t h e ir  st y le  t o  
m any  d if f e r en t  
sit u a t io n s,  
co n n ect ed  t o  a 
w id e r  w o r ld
Gro u p
3
Prov id in g  
d ir ect io n  
acro ss a range 
o f  issues
Th ru st in g  f o rw ard  
b u t  em b racin g  
eve ryo n e  and  t ak in g  
eve ryo n e  w it h  
t h em ,  t ak in g  
acco u n t  o f  d if f e ren t  
v iew s
Th in k in g  ab o u t  
t h e  w h o le  
p ict u re
Gro u p
4
A  rounded  
lead e r  m ov ing  
t ow ar d s a goal
App roach ab le ,  no 
sp ik y
ch aract e r ist ics,  
St u rd y  -  y ou  know  
t h e y  are t h e re  w h en  
you  need  t hem
Need s t o  
in t e r ac t  w ell 
w it h  o t h e rs
Gro u p
5
A  leader  n eed s t o  
be seen  and  n eeds 
t o  be ab le  t o  list en
An  e f f ect iv e  
lead e rs leads 
by  w o rk in g  
w it h  h is/ h e r  
t eam
Gro u p
6
Visio n ary ,  c lea r  
in sp ir a t ion a l 
d irect ion ,  
t ak in g  us 
f o rw ard
I n clu siv eness,  
leav ing  sp ace  and  
op p o r t u n it y  f o r  
o t h e rs,
W arm ,  em b racin g
Roo t ed n ess,  
m ak in g  sen se  o f  
ch aos
Table 3  -  notes on leadership expectations and characteristics by six all grade staff
groups.
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Th is d em on st r a t es a co - re la t io n  betw een  t h e  g r o u p s' n o t es and  t h e  em er g en t  
d iscou rse .  Th e r e  a re  som e gaps,  and  som e o f  t h e  t e x t  m ig h t  be m oved  f r om  one  
co lum n  t o  an o t h e r  b ecau se  t h e  m ean ing  is am b ig u ou s,  b u t  o ve ra ll t h e  f i t  is good .
I n  t h e  in t e rp re t a t io n  o f  t h e ir  p ict u res t h e  g ro u p s w e re  m o re e loq u en t ,  bu t ,  p erh aps 
b ecau se  t h e y  w ere  n ow  d escr ib in g  p ict u res ra t h e r  t h an  t h e ir  ow n  u n de rst an d in g  
t h e  w o rd s a re  m o re p oe t ic and  less o rg an isa t io n a lly  o r ien t a t ed .  Fo r  ex am p le ,  
g ro u p  1 t a lk ed  a b o u t " ... en cou rag em en t ,  crea t iv it y  an d  f r e e  t h o u g h t ..." ;  g ro u p  5 's 
en t ir e  in t e r p re t a t io n  o f  t h e ir  p ict u re  w as " t h is  p a in t in g  says t h a t  in  a f r e n e t ic  w o r ld  
a roun ded  and  st ab le  leader  b r in g s o rde r ,  p rog ression  and  f u lf i lm en t "  ( Picke r in g  
and  W e lsh  2003) .  I t  w ou ld  be st re t ch in g  t h e  dat a t o o  f a r  t o  say  t h a t  t h o se  
com m en t s u n d er lin e  t h e  f it  w e  have  w it h  t h e  em e rg en t  d iscou rse ,  b u t  t h e y  do  no t  
su g g est  t h e  f i t  is w h o lly  i llu so ry .
Ca p a b i l i t y  R e v ie w s
Af t e r  t h e  research  w as com p le t ed ,  and  d u r ing  t h e  w r it in g  up  st ag e ,  t h e  Civ il 
Se rv ice  in st it u t ed  'cap ab ili t y  r ev iew s'  o f  each  g ov er nm en t  d ep ar tm en t .  T h e  D fES 
w as in t h e  f ir st  w ave.  Th e  rev iew s in vest ig at ed  t h ree  asp ect s o f  p e r f o rm an ce  t o  
" . . .  id en t if y  t h e  sp ecif ic  m easu res t h a t  a re  n eeded  i f  cen t ra l g o v e r nm en t  
d ep a r tm en t s a r e  t o  p lay  t h e ir  p a r t  in  en ab lin g  t h e  UK t o  m ee t  t h e  co n sid e r ab le  
ch a llen g e  o f  t h e  f u t u r e "  ( Cab in e t  O f f ice  2006) .  T h e  t h r ee  asp ect s w e r e  lead ersh ip ,  
st r a t eg y  and  d e liv er y .
Leadersh ip  co ve red  f o u r  a reas,  se t t in g  d irect io n ;  ig n it in g  p assion ,  p ace  and  d r iv e ;  
t ak in g  resp on sib il i t y  f o r  lead ing  d e liv e r y  and  chan ge ;  and  b u ild in g  cap ac it y .  T h e  
in d ica t o r s f o r  each  a rea sh ow ed  t h a t  t h e  em e rg en t  d isco u rse  st il l r e f le ct s t h e  
co rp o ra t e  n a r ra t iv e  no t  j u s t  f o r  D fES bu t ,  p robab ly ,  f o r  t h e  c iv il se r v ice  as a w h o le .
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Con clu sio n s . . .  le a d in g  t o  issu e s f o r  r e se a r ch
So  I  now  have  som e r ich  and  va r ied  p ieces o f  con t ex t .  First ,  N o r t h ou se 's v iew  o f  
t h e  w h o le  f ie ld  o f  m a in st ream  leadersh ip  t h in k in g ,  t h en  t h e  Depa r tm en t 's and  t h e  
Civ il Se rv ice 's po sit ion  on  it . Tak in g  bo th  t o g e t h e r  I  con st ru ct ed  an  em erg en t  
d isco u rse  and  cam e t o  a t en t a t iv e  v iew  o f  h ow  t h e  Depa r tm en t 's p osit io n  com pares 
w it h  t h e  m ain  lin es in  t h e  academ ic lit e rat u re.
T h e  lit e ra t u re  h as a lo t  t o  say  ab o u t  leadersh ip ,  som e  f r om  a sc ien t if ic ,  st a t ist ica l 
p e rsp ect iv e ,  som e  f r om  a m ore in t e rp re t a t iv e  t r ad it io n ;  n o  ag r eed  d e f in i t io n  o f  
lead e rsh ip  ap pears,  b u t  som e clea r  m odels em erg e ,  f o r  ex am p le  t h e  
t r an sfo rm at io n a l m odel.  Bu t  t h ese  m ode ls d ip  in t o  and  o u t  o f  f a sh io n  ( Ricka rd s 
an d  Cla r k  ( 2 006 : 34 -35 )  and  Re ich er  e t  al ( 2 005 )  p u t  t h em  in t o  d if f e r en t  e ras)  as 
t h e y  b ecom e and  t h en  lose t h e ir  p o sit ion  as d om in an t  n ar rat ives.  I t  is c lea r  t h a t  
t h e  D fES t akes lead ersh ip  se r io u sly  and  em bed s it  as a key  com p on en t  o f  
r ecru itm en t ,  se lect io n ,  p er fo rm ance,  and  pay,  an d  in clu d es in  it  t h e  n o t io n s o f  
m o t iv a t io n ,  and  eq u a lit y  o f  o pp o r t u n it y ;  it  is c lea r ly  a q u est io n  o f  b eh av io u r s ra t h e r  
t h an  p ersona lit y .
T h is an a ly sis su g g est s t h a t  a t  t h is st ag e t h e  t r an sf o rm at io n a l an d  p at h -g oa l 
lead ersh ip  ap p r oach es a re  t h e  on es t h a t  f i t  b est  w it h  t h e  em e rg en t  d isco u rse  in 
t h e  D fES,  b u t  t h e r e  a re  o t h e r  im po r t an t  p o in t s t o  co n sid e r ,  in clu d in g  em o t io n ,  
em o t io n a l in t e ll ig en ce ,  d iscou rse  e t h ics,  t h e  con st it u t iv e  ap p r oach  an d  gender .
T h is t h en  p ro v id es a backg roun d  f r om  w h ich  I  can  co n sid e r  t h e  'h u n ch e s'  I  h ave 
ab ou t  lead ersh ip  in  t h e  civ il se r v ice  and  t h u s t h e  q u est io n s I  sh ou ld  a sk  in  t h e  
in t er v iew s.
Th e  h u n ch es I  had  f rom  t h is w ere ,  f ir st ,  t h a t  lead e rsh ip  ch a r act e r ist ics w h a t ev e r  
t h ey  w e re  w ou ld  ap p ly  eq u a lly  in all o r g an isa t io n s b u t  t h a t  t h e  em p h asis in  t h e  
Civ il Se rv ice  m ig h t  have ch an ged  o ve r  t h e  years.  T h e r e  seem ed  lit t le  r eason  t o  
be lieve  t h e  civ il se r v ice  w as u n iq ue  in  it s lead ersh ip  req u irem en t s.  Secon d ,  t h a t
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lead ers a re  m ade  no t  bo rn ,  so  t r a in in g  w ou ld  be an  im po r t an t  p a r t  o f  b u ild in g  a 
lead ersh ip  cad re.  Th ird ,  t h e  in t e r f ace  w it h  M in ist e r s m ig h t  com p lica t e  m at t e r s and  
t h e  ro le  o f  lead e rsh ip  in  t h a t  co n t ex t  m ig h t  b e  less c lea r  and  m o r e  p rob lem at ic.
T h a t  t h en  g ave  m e a basis f o r  m y  in t e r v iew  q u est io n s ( see An n ex )  w h ich  w ou ld  
g en era t e  t h e  dat a t o  su p p o r t  o r  r e j e ct  t h e  h u n ches,  and  lead  t o  a b e t t e r  
u n d er st an d in g  o f  leadersh ip .
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CH APTER  4
LEAD ER SH I P  AS  A  SK I LL  
I n t r o d u ct io n
I n  t h e  last  ch ap t e r  w e  saw  how  an  an a ly sis o f  t h e  acad em ic and  co rp o ra t e  
lit e r a t u re  g u id ed  m e t o  an  em e rg en t  d isco u rse  on  lead ersh ip  w h ich  led  t o  m y  
h u n ch es ab o u t  t h e  issues t o  d iscu ss in in t e rv iew s.  Th is ch ap t e r  is t h e  f ir st  o f  t h ree  
t h a t  d iscu ss t h e  in t e r v iew  data. As t h e  ch ap t e r  p rog resses,  I  w ill in t r o d u ce  n ew  
lit e r a t u re  as n ew  p o in t s em erge;  t h is is an  exam p le  o f  t h e  h e rm en eu t ic  sp ir a l 
w h e re  n ew  d iscov er ies lead  t o  f u r t h e r  r esearch  and  a g rad u a l d e v e lo pm en t  o f  
u n d erst an d in g .
T h e  ch ap t e r  lo o ks a t  w h a t  civ il se r v an t s u n d erst an d  b y  lead ersh ip  as a sk ill.  Th ere  
is a v ast  l it e ra t u re  on  lead ersh ip  w h ich  I  h ave d iscu ssed  b r ie f ly  in  Ch ap t e r  3. I t  is 
t h e re  t h a t  I  lo ok  a t  issu es con cern in g  leadersh ip  as a p h en om enon  in it se lf .  Th is 
ch ap t e r  f o cu ses on  w h a t  civ il se r van t s t h em se lves t o ld  m e t h e y  u n d e rst an d  b y  t h e  
t e rm  " le ad e r sh ip "  in  t h e ir  p ro fession al con t ex t .
W e  w ill see  t h a t  t h e r e  is a com m on ly  accep t ed  co n cep t  o f  lead e rsh ip  w h ich  is n o t  
d if f icu lt  t o  d escr ib e  b u t  it  bears lit t le  r e lat ion  t o  t h e  academ ic m ode ls o r  em e rg en t  
d isco u rse  f r om  Ch ap t e r  3. T h e  con c lu sion s t o  be d raw n  f r om  t h is  w ill be d iscu ssed  
in Ch ap t e r  7.
One  f u r t h e r  po in t :  I  h ave  en t it led  t h is ch ap t e r  " Lead e r sh ip  as a Sk ill" .  I n st ead  o f  
" sk i l l"  I  cou ld  have u sed  t h e  w o rd  " com p e t en ce "  o r  " cap ab i lit y " ,  b u t  m y  p r e fe ren ce  
is t o  d escr ib e  lead ersh ip  as a sk ill t h a t  can  be acq u ired  o r  lost ,  and  ev en  w h en  one  
h as it ,  can  be d ep lo yed  u se fu lly  o r  n o t  u sefu lly .  I t  is an  a t t r ib u t e  in  t h e  sam e w ay
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as a sk ill a t  sp o r t  is an  a t t r ib u t e .  I  t h in k  t h e  w o rd  " sk i l l"  co n v ey s t h a t  m ean in g  
b e t t e r  t h an  " com p e t en ce "  o r  " cap ab ilit y " .
W h a t  d o  c iv i l  se r v a n t s u n d e r st a n d  b y  t h e  t e rm  ' l e a d e r sh ip '?
Each  o f  t h e  in t e r v iew ees w as asked  ea r ly  o n  in  t h e ir  in t e r v iew ,  b u t  n o t  as t h e  ve ry  
f ir st  q u est io n ,  h ow  t h e y  in t e rp re t ed  t h e  t e rm  ' le ad e r sh ip '  in  t h e ir  w o rk .  Given  a 
v e ry  sig n if ican t  d eg ree  o f  sh ared  exp er ien ce  and  cu lt u re  in  w o rk ,  a la rg e  o ve r lap  in 
d e f in it io n s w as exp ect ed  f r om  t h e  m a j o r it y  o f  t h e  in t e r v iew ees w h o  w er e  ca ree r  
civ il se r van t s,  b u t  I  f o u n d  a co n sen su s in  all t h e  in t e r v iew ees in clu d in g  on e  w h o  
w as a recen t  r ecru it  f r om  an  ou t sid e  o rg an isa t ion .
Fo r  exam p le ,  Gare t h ,  w h o  w as v e ry  sen io r  in  t e rm s o f  ex p e r ie n ce  and  g rad e ,  p u t  it  
t h is w ay
" I t  is som et h in g  like g iv in g  a sen se  o f  d ir ect io n .  I t  is som e t h in g  ab o u t  
se t t in g  a pe rsona l exam p le ,  I  t h in k ,  o f  t h e  v a lu es you  w an t  t o  live ( t o  be a 
b it  p om pou s ab o u t  it ) ,  and  I  t h in k  it  is t h o se  t w o  t h in g s act u a lly ,  sen se  o f  
d ir ect io n ,  g iv in g  som e v a lu es and ,  in  t h a t  sen se ,  b e ing  som et h in g  o f  an  
ex em p la r . "
I  d o n 't  t h in k  m an y  civ il se r van t s w ou ld  n ow  regard  a re fe ren ce  t o  'v a lu e s you  w an t  
t o  liv e '  as p om pou s and  it  is in t e rest in g  t h a t  Gare t h  d id n ' t  q u a l if y  h is u se o f  t h e  
w o rd  'e x em p la r '  in t h e  sam e w ay .  I nd eed ,  a se t  o f  b eh av iou r s an d  v a lu e s w as 
ad op t ed  b y  t h e  Depa r tm en t  in  2002  ( Sh aw  2006 : 59 )  b efo re  t h e  in t e r v iew  w it h  
Gare t h  t o o k  p lace.  Perh ap s he f e lt  u n com fo r t ab le  ab o u t  t h em  in  som e  w ay .  A t  
t h e  o t h e r  end  o f  t h e  sca le  so  f a r  as exp e r ien ce  as a civ il se r v an t  is co n cer n ed  w as 
Rosa lie ,  w h o  j o in ed  t h e  se rv ice ,  d ir e ct ly  in t o  a sen io r  g rade,  f r om  t h e  v o lu n t a r y  
secto r .  W it h  less t h an  18 m on t h s as a civ il se r van t ,  sh e  o f f e red  t h is  v a r ian t
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" I  t h in k  w h a t  I  m ean  b y  lead e r  w ou ld  be on e  person  o r  a k ey  g rou p  o f  
p eop le  w h o  p rov ide t h e  v isio n  o f  w h ere  y ou 'r e  go in g  an d  t h en  he lp  u s all 
a lo ng  t h e  w a y , ... g iv e  u s t h e  rou t e  m ap , m o t iv a t es u s a lo n g  t h e  w ay  as 
in d iv id u a ls and  as a t e am . "
O t h e rs o f f e red  t h e  sam e so r t  o f  t h in g .  Pau l said
" Lead e r sh ip  is t o  m e ab ou t  w o rk in g  t o  ach iev e  c la r it y  o f  v isio n  and  pu rp ose  
in t e rm s o f  t h e  w ay  t h e  p o licy  t h a t  w e  a re  t r y in g  t o  im p lem en t  on  b eh a lf  o f  
t h e  Governm en t .  I  t h in k  it s t h en  ab ou t  t r an sm it t in g  t h a t  c la r it y  t o  t h e  
p eop le  w h o ,  w it h in  Governm en t ,  have t o  im p lem en t  t h a t  p o licy . "
Ca t h e r in e  ag r eed  b u t  ad ded  a n ew  d im ension :
" I t 's  ab o u t  k eep in g  p eop le 's m o t iva t io n  and  com m itm en t  t o  t h e  w o r k  w hen  
t h in g s g e t  t o u g h  so t h a t 's ab ou t  g iv in g  t h em  t im e  ... it 's a b o u t 'd id  y ou  have  
a g ood  h o lid ay ' and  n o t  o n ly  t h a t  b u t  m ak in g  peop le  f ee l g ood  ab o u t  
t h em se lves a t  w o rk  .... Leadersh ip  is an  act iv e  t h in g ,  in t e r act in g  w it h  
p eop le  and  in each  t h in g  you  do  and  say  m ode llin g  t h e  k ind  o f  lead e rsh ip  
and  v isio n  t h a t  you  w an t  t o  g e t  t o . "
T h is  ex t en d s t h e  co n cep t  in an  im po r t an t  w ay  by  g iv in g  f o l lo w e r s a ro le.  I t  is n o t  
enou gh  t o  lead , it  seem s,  b u t  a lso  n ecessa ry  t o  en su re  t h a t  p eop le  f e e l g ood  ab o u t  
it . I t  m ay  be t h a t  t h e  im p lied  f eed b ack  loop  is im po r t an t  t o  Ca t h e r in e .  T h is  lin k s 
t o  an  in t e rest in g  idea p u t  f o rw ard  b y  A lvesson  and  Sv en in g sso n  ( 2 003 )  w h o  
su g g est  t h a t  m anagers becom e leaders b y  be ing  recog n ised  as d o in g  m un dan e  
t ask s.  T h e ir  a rg um en t  is t h a t  if  a ch a ract e r ist ic  o f  lead e rsh ip  is t h e  ab ili t y  t o  list en ,  
f o r  exam p le ,  t h en  by  m ak in g  su ch  a m u n dan e  e v en t  'sp ecia l' ,  b ecau se  it  is a 
ch a ract e r ist ic  o f  leadersh ip ,  t h en  t h e d ist in ct ion  b e tw een  m an ager s an d  lead ers is 
d u e  on ly  t o  h ow  w e  con cep t u a lise  leadersh ip .  T h e  'e x t r a - o r d in a r iza t io n '  o f  t he  
m un dan e  by  m anagers t u rn s t h em  in t o  leaders.  W e  m u st  be ca re fu l n o t  t o  
assoc ia t e  be in g  m un dane  w it h  a lack  o f  v a lu e.  As A lvesso n  an d  Sv en in g sso n  say
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" o n e  im po r t an t  m ean ing  o f  m an ag er s' l ist en in g  is t h a t  it  co n v ey s a f ee lin g  o f  
in clu sion ,  p a r t ic ip a t io n  and  socia l s ig n if ican ce "  ( 2 003 ) .
Lyd ia b ro u g h t  cu lt u re  in t o  t h e  m ix  w it h o u t  d e f in in g  t h e  t erm :
" I  t h in k  it 's v e ry  m uch  ab ou t  t h e  sh ape  and  t h e  cu lt u r e  t h a t  w e  have  as a 
Depar tm en t . . . "
and  in  ad d it io n  t o  id en t if y in g  p r io r it ies,  est ab lish in g  d r iv e  an d  f o cu s,  and  de liv e r in g  
ob j ect iv es,  lead ersh ip  is a lso
" . . .  h ow  w e  beh ave  t o  each  o t her ,  t o  t h e  o u t sid e  w o r ld ,  w h e re  w e  see  
w h a t 's  im po r t an t  t o  u s a l l ... o u r  e f f o r t s and  a t t en t io n . "
So  t h is r e in fo r ces t h e  ou tw ard  look ing  p a r t  o f  lead ersh ip ,  and  t h e  b eh av iou ra l 
a sp ect s t h a t  Ca t h e r in e  in t r o d u ced ,  bu t  t a kes it  a b ig  st ep  f u r t h e r  by  in clu d in g  " .. .  
t h e  ou t sid e  w o r ld . . . "  w h ich  p resum ab ly  in clu d es t h e  Depa r tm en t 's ex t e rn a l 
st a keh o ld e r s and  p erh ap s t h e  p ub lic se rv ice  no t ion  o f  se r v in g  t h e  com m u n it y ,  o r  
t h e  b road er  co n cep t  o f  p u t t in g  t h e  cu st om er  f ir st .  Cer t a in ly  t h e  co rp o ra t e  
d ocum en t a t io n  d iscu ssed  in Ch ap t e r  3 w ou ld  p o in t  in t h a t  d ir ect ion .
Bu t  d esp it e  t h is con sid e rab le  d eg ree  o f  con sen su s,  each  pe rson  ad d ed  sh o r t  r id ers 
o r  q u a lif ica t io n s t h a t  b ro u g h t  t h e ir  ow n  u n de rst an d in g  m o re  t o  life.  Fo r  exam p le :
Mar t in :  " le ad e rsh ip  is m uch  m o re ab o u t  be ing  a f ig u r eh ead  an d  be ing
ab le  t o  in sp ir e  and  being  ab le g ive  a c lea r  sen se  o f  d ir ect io n  ... Leade rs a re  
t h e  on es w h o  are p repared  t o  sp eak  u p ."
And :
Clare:  " a  v e ry  harassed  leader  is no  lead e r . "
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T h ese  in d iv id u a l n o t es add  a lo t  o f  co lou r :  co n cep t s su ch  as ' f ig u reh ead ',  'sp eak in g  
u p '  and  being  'h a r a ssed '  a re  v e r y  ev oca t iv e  and  p lace t h e  g en e ra l ised  con cep t  in t o  
a m uch  m o re h um an  lan dscape.  Ma rk  d id  som et h in g  sim ila r  bu t ,  in t e rest in g ly  used  
m o re acad em ic lan guage:
" H a  ha ha ...oh t h a t 's an  in t e rest in g  q uest ion .  I  su p p o se  it 's a b o u t ... g iv in g  
a sen se  o f  d ir ect io n  t o  t h e  o rgan isa t io n  -  it 's ab o u t  t r an sf o rm at io n a l ch an ge
-  it 's ab o u t  t ak in g  a h e licop t e r  v iew  o f  w h er e  t h e  o rg an isa t io n  is and  w h ere  
is sh ou ld  be go in g  and  h ow  w e 're  go in g  t o  g e t  t h e r e  -  it 's ab o u t  t h e  v isio n  
t h in g  I  su pp ose  rea lly . "
Jam es ra ised  an  issue  w e  w ill lo ok  a t  in m o re d et a il in  Ch ap t e r  6, t h e  ex t en t  t o  
w h ich  t h e  in v o lv em en t  o f  M in ist er s co n st ra in s t h e  ab ili t y  o f  civ il se r v an t s t o  a c t  as 
leaders.  He said
" . . . .w e  d o n ' t  a lw ays se t  t h e  agenda  ... b ecau se  t h a t  is a g iv en  f r om  ou r  
po lit ica l m ast ers.  Som et im es w e  do  [ act  as leaders]  b ecau se  t h e y  w ill a sk  
f o r  ad v ice  on  w h a t  t o  do  in r e la t ion  t o  a p a r t icu la r  issu e  o r  a p a r t icu la r  
p o licy  area:  t h ey 'l l say  'h e lp '  in  e f f ect  and  w e  do  have t h e  o p p o r t u n it y  f o r  
b lu e  sk ies t h in k in g . "
I  asked  Jam es t o  g iv e  an  exam p le  o f  t h a t  in  act ion :
" . . .  le t 's t a k e  t h e  on e  t h a t  y ou 'r e  f am ilia r  w it h ,  I n d iv id u a l Learn in g  Accou n t s,  
t h e y  cam e in  w it h  an  o ve ra ll agenda  b u t  t h ey  d id n 't  com e  in  w it h  a b lu ep r in t
-  t h ey  cam e  in w it h  a . .a . .a t  b est  a m ap  an d  so  t h e r e  w as a lo t  o f  sco p e  f o r  
crea t in g  t h e  p rodu ct ,  f o r  creat in g  a sch em e  t h a t  m et  t h e  g iv en  ob j e ct iv es so  
t h e r e  w as scop e  t h ere ,  bu t  it 's m o re  lim it ed  t h an  t h e  en t r ep r en eu r  w h o  w ill 
se t  up . . .w ho  w ill h ave  an  idea.. . .a b u sin ess con cep t  w h o  w ill d ev e lo p  it  and  
se t  it  up  -  it 's m ore con st ra in ed  b u t  it  is st il l t h e r e . "
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So  in t h is exam p le ,  t h e  scop e  f o r  civ il se r van t s t o  act  as lead e rs is m o re  u n cer t a in  - 
som et im es lim it ed  b y  m in ist e r s' p o licy  d ec isio n s and  som e t im es not . An d  it 's 
in t e rest in g  t h a t  Jam es u ses t h e  il lu st r a t ion  o f  a 'm ap '  t o  d escr ib e  w h e re  m in ist e rs 
are;  v e r y  sim ila r  t o  o t h e r s' d escr ip t io n s o f  t h e  lead e rsh ip  ro le  f o r  civ il se r van t s.  Bu t  
h e  w as su re t h e r e  w as a sig n if ican t  leadersh ip  ro le  w h ich  M in ist e r s d e leg a t ed  t o ,  o r  
le f t  f o r ,  civ il ser van t s.
Lu cy  n ea t ly  b r o u g h t  t h e  po lit ical and  f o llo w e r  issu es t o g e t he r .  Sh e  sa id  lead ersh ip  
f o r  h e r  w as
" . . .  I  t h in k  it  is ab o u t  k n ow ing  and  se t t in g  st r a t eg ic d ir ect io n  an d  b y  t h a t  I  
m ean  I  t h in k  being  a civ il se r v ice  leader  y ou  need  t o  w o r k  w it h  y o u r  po lit ica l 
m ast e rs o f  t h e  d ay  bu t  y ou  a lso  n eed  t o  h e lp  sh ape  t h a t  ag en d a  t h ou gh  
kn ow ing  and  being  st r a t eg ic in  w h a t  it  is y ou  a re  do in g ,  an d  b e in g  ab le  t o  
t r an sla t e  t h a t  v isio n  t o  som et h in g  m ean in g fu l f o r  y o u r  ow n  s t a f f  so  t h ey  a re  
ab le  t o  t ake  t h a t  in  and  d e l iv e r  i t . . ."
An d  it  w asn ' t  j u s t  ab o u t  com m un ica t in g  t h e  v is io n  e it h e r ,  b u t  a b o u t  in t e ract in g  
w it h  s t a f f  and ,  aga in  im p lic it ly ,  g e t t in g  f eed back ,
"  ... I  t h in k  it  is ab o u t  h av ing  t h a t  st r a t eg ic v is io n  an d  t h en  be in g  ab le  t o  
t r an sla t e  t h a t  and  m ake  it  real f o r  y o u r  ow n  st a f f  so  t h a t  t h e y  a r e  en t h u sed  
o f  t h e  ag enda  as w e ll and  a re  ab le  t o  d e liv e r  it . "
W e  a re  ge t t in g  a f u lle r  p ict u re  n ow  o f  t h e  c iv il se r van t  as leader ;  a v is io n  o r  'm ap '  
is essen t ia l a lt h ou gh  t h a t  m ig h t  com e f rom  M in ist e r s,  t h en  m ak in g  t h a t  real f o r  
st a f f  is im po r t an t ,  and  f in a lly  m ak ing  su r e  st a f f  a re  en t h u sia st ic  ab o u t  t h e  v isio n  
com p le t es t h e  circle.  Th ese  co n cep t s o f  lead ersh ip  a re  p r e t t y  g en e ra lised  an d  I  
w on de red  w h e t h e r  peop le b e lieved  a civ il se r v ice  lead e r  w as in  som e  w ay  d if f e r en t  
f r om ,  o r  d ist in c t  com pared  w it h ,  a lead er  in  say  t h e  p r iv a t e  sect o r .  I n  o t h e r  w o rd s,
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w e re  peop le  t e ll in g  m e h ow  t h ey  u n derst ood  t h e  t e rm  lead er sh ip  in  an y  con t ex t ,  o r  
sp ec if ica lly  in  a civ il se r v ice  con t ex t .  Lu cy  w as v e r y  c lea r  ab o u t  t h is.
" I  t h in k  t h a t  d ist in ct io n  is d if f e ren t  b e tw een  o rg an isa t io n s n o t  n ecessar ily  
b e tw een  t h e  p u b lic and  t h e  p r iva t e  sect o r .  I  t h in k  it 's ab o u t  t h e  cu lt u re  o f  
t h e  o rg an isa t io n  in w h ich  you  w o rk  and  t h e  t h in g s t h a t  m o t iva t e  peop le  
w it h in  t ha t ,  w h ich  is d if f e ren t ,  and  t h e r e  a re  som e st a r k  d if f e ren ces 
be tw een  t h e  p ub lic and  t h e  p r iva t e  sect o r  b u t  t h e r e  m ay  a lso  be a lo t  o f  
sim ila r it ies" .
A lt h o u g h  all t h e  in t e r v iew ees d ea lt  w it h  p r iva t e  and  v o lu n t a r y  sect o r  lead e rs on  a 
reg u la r  basis,  o n ly  on e  had  recen t ly  w o rked  ou t sid e  g ov er nm en t .  Rosa lie  w as 
u n cer t a in  t h e r e  w e re  an y  m at er ia l d if f e ren ces " I  t h in k  a g ood  lead e r  is a good  
leader " ,  b u t  sh e  d id  pu t  h e r  f in g e r  on  one  d if f e ren ce  t h a t  w e  com e  b ack  t o  in 
Ch ap t e r  6
" .. .  i f  y ou  w er e  a rea lly  g ood  lead er  it  cou ld  be v e r y  f r u st r a t in g  if  y ou  j u s t  
k eep  on  get t in g  M in ist e r s com in g  in and  ch an g in g  t h in g s so  m ay  be you  
have t o  be ... f le x ib le  and  m ore ab le  t o  com m it  y o u r se lf  t o  o t h e r  p eop le 's 
v is io n s ... [ it ]  m ay  be a slig h t ly  d if f e ren t  k ind  o f  leadersh ip " .
Bu t  Lu cy  w en t  on  t o  exp la in  t h a t  t h a t  d id n 't  m ean  t h e r e  w as o n ly  o n e  st y le  o f  
lead e rsh ip  t h a t  m ig h t  be f o u n d  in on e  o rgan isa t io n :
" . . .  i f  t h e  p reva ilin g  cu lt u re  o f  an  o rg an isa t io n  is t o  lead ,  f o r  ex am p le  b y  - 1 
d o n ' t  t h in k  t h ey  go  q u it e  as f a r  as lead in g  by  f e a r  b u t ,  i f  y ou  led  t h ro u g h  
say in g  ' t h is  is w h a t  I  am  go in g  t o  do  and  y ou  m u st  f o l lo w  m e r eg a r d le ss' -  
and  peop le  f in d  t h a t  accep t ab le  in  t h e  o r g an isa t io n ,  t h a t  is a v e r y  d if f e r en t  
t y p e  o f  lead ersh ip  [ f r om ]  o n e  w h ich  is ex t r em e ly  in c lu siv e  an d  I  t h in k  
t h e re fo re  t h a t  as an  in d iv idua l y o u r  st y le  o f  lead ersh ip  is a c t u a lly  q u it e  
im po r t an t  t o  m at ch  t h e  o rg an isa t io n  w it h  w h ich  yo u 'r e  w o r k in g  . . . I f  an  
a rm y  pe rson  cam e in t o  t h is d ep a r tm en t  and  t h o u g h t  t h a t  t h e y  cou ld  lead
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t h ro u g h  a so r t  o f  com m and  and  con t ro l t h e y  p rob ab ly  w o u ld n 't  be v e ry  
su ccessfu l.  So  I  t h in k  it  is ab o u t  t h e  cu lt u r e  o f  t h e  o r g an isa t io n  . . ."
T h is  o f  cou rse  is a d ilem m a d iscu ssed  in t h e  lit e ra t u re ,  is it  t h e  cu lt u r e  o f  t h e  
o rg an isa t io n  o r  t h e  cu lt u re  o f  t h e  lead er  t h a t  d ict a t es m at t e r s ( com pa re  f o r  
exam p le  co n t in g en cy  lead ersh ip  in No r t h ou se  ( 1 997 )  w h e re  t h e  lead e r  h as t o  f it  
t h e  con t ex t ,  and  co n st it u t iv e  lead ersh ip  in Gr in t  ( 2 000 )  w h en  t h e  lead e r  se t s t h e  
con t ex t ) .  Bu t  Lu cy  in t r o d u ces a f u r t h e r  com p licat io n .  I  ask ed  h e r  w h e t h e r  she 
t h o u g h t  t h a t  civ il se r van t s had  t o  ad ap t  t h e ir  lead ersh ip  st y le s t o  t h e ir  
o rg an isa t io n 's cu lt u re  in  o rd e r  t o  be ef f ect iv e:
" I  t h in k  it  d ep en d s w h e re  y ou  are on  lead ersh ip  -  m y  d e f in it io n  o f  
lead e rsh ip  is n o t  som eb od y  w h o  is a t  t h e  t o p  o f  t h e  o r g an isa t io n  and  on ly  
t h a t  -  h ow eve r  t h e  person  a t  t h e  t o p  o f  t h e  o rg an isa t io n  is p r o b ab ly  m ore 
easi ly  ab le  t o  cau se  t h e  o rg an isa t io n  t o  ch an g e  t h r o u g h  t h e ir  st y le  o f  
leadersh ip .  A  leader  a t  m y  leve l,  i f  I  b ehaved  in  an  ex t r em e ly  d if f e r en t  w ay  
I  w ou ld  p rob ab ly  be f ig h t in g  m o re ag a in st  t h e  g ra in  t h an  if  I  w as m o re  
sen io r  b ecau se  m y  sp h e re  o f  in f lu en ce  is sm a lle r  so  I  t h in k  it  is n o t  q u it e  as 
st a r k  as say in g  you  have  t o  ad ap t  in  o rd e r  t o  be su ccessfu l in  an  
o r g an isa t io n  b u t  I  t h in k  you  do  have  t o  be aw are  o f  w h a t  w o r k s in  t e rm s o f  
lead e rsh ip  st y les. . ." .
So  f o r  Lu cy  an  im po r t an t  con sid e ra t io n  is y o u r  p lace  in t h e  o r g an isa t io n  -  t h e  m ore 
sen io r  t h e  leader ,  t h e  easie r  it  is f o r  t h a t  p e rson  t o  im pose  t h em se lv e s o f  t h e  
o rg an isa t io n  and  n o t  w o r r y  ab o u t  g o in g  ag a in st  t h e  g ra in  o f  ex ist in g  o r g an isa t io n a l 
cu lt u re.  A  m o re j u n io r  pe rson  w ou ld  h ave t o  a im  fo r  sm a lle r ,  in cr em en t a l,  ch an ge  
t o  h ave  an y t h in g  like  t h e  sam e e f f ect .
I t  seem s ap p r op r ia t e  t o  ask  Lu cy  w h a t  so r t  o f  lead e rsh ip  cu lt u r e  sh e  t h o u g h t  t he  
D ep a r tm en t  f o r  Ed u ca t io n  and  Sk ills had:
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" I t  is an  in t e rest in g  q u est io n  ... I  w ou ld  say  t h a t  w e  a r e  v e r y  su ccessfu l a t  
m an ag in g  cr ises ... so  t h a t  in  so r t  o f , con cr e t e  t e rm s t h a t  m ean s you  can  
t ak e  a p rob lem ,  you  can  t h in k  it  t h rou g h ,  y ou  can  m ake  d if f icu lt  d ecisio n s -  
q u it e  o f t en  on  v e ry  sh o r t  t im e  sca les w it h o u t  all o f  t h e  e v id en ce  beh ind  you  
and  be co n f id en t  and  g iv e  t h a t  con f id en ce  t o  o t h e rs t h a t  t h a t  is t h e  d ir ect io n  
o f  t r av e l t o  t a ke  ... on  a m ore m un dan e  leve l o f  lead ersh ip  w e 'r e  n o t  q u it e  
so  g ood  b ecau se  w e 're  n o t  so g ood  a t  a r t icu la t in g  w h a t  it  is w e  w an t  
b ecau se  i f  w e  w e re  w e  p rob ab ly  w ou ld n 't  g e t  t o  t h e  cr ise s ... so  it  w ou ld  be 
easie r  t o  d escr ib e  t h e  leadersh ip  t h a t  w e 'r e  n o t  in t h e  D ep a r tm en t  t han  
d escr ib e  t h e  k ind  o f  leadersh ip  t h a t  w e  a r e . "
I  r e fer red  Lu cy  b ack  t o  a m an agem en t  m eet in g  w e  had  b o t h  b een  in t h a t  m o rn in g .  
I  su g g est ed  t h a t  w h en  w e  t a lk ed  ab o u t  p e r f o rm an ce  issu es,  ev e ry o n e  ag reed  t h e r e  
w as an  issu e  t h e r e  bu t ,  b ecause t h e re  w as no  cr isis,  t h e r e  w asn ' t  v e r y  m uch  
lead e rsh ip  in ev id en ce  am on g st  us.
Lucy :  " N o  -  so  w e  all said  y e s isn 't  it  in t e r est in g  -  no  it 's t r u e.  I  t h in k
t h a t  is a ch a l len g e  f o r  u s as a Depa r tm en t  and  it 's a lso  a b o u t  t h e  rew ard  
m ech an ism s t h a t  com e f r om  it  -  t h e  D epa r tm en t  r ew ard s p eop le  w h o  a r e  in 
cr isis sit u a t io n s,  t h ey .. .you  know . . . t he  p eop le  t h a t  w e  q u o t e  as be in g  
su ccessfu l a re  t h o se  t h a t  h ave m anaged  t h ro u g h  a p a r t icu la r  p rob lem ,  e r  
q u a l if ica t io n s cr isis,  t h e  A  leve l cr isis last  y ear ,  t h e  sch oo l f u n d in g  cr isis,  e t c  
e t c  ... w e  d o n ' t  rew ard  p eop le  p u b lic ly  ab o u t  k eep in g  p o licy  on  t h e  go" .
I s 'c r is is '  h ere c lo se  t o  o r  t h e  sam e as 'com p le x it y '  o r  'ch an g e '? Ko t t e r  
d ist in g u ish es lead ersh ip  and  m an ag em en t  b y  say in g  t h a t " . . .  m an ag em en t  is ab o u t  
cop in g  w it h  com p lex it y  ... leadersh ip  ... is ab o u t  cop in g  w it h  ch an g e "  ( Ko t t e r  
1990 : 37 ) .  He il lu st r a t es t h e  d if f e ren ce  by  say in g  an  a rm y  in  p eace t im e  is 
m an aged ,  an  a rm y  in w a r  is led. Cer t a in ly  t h e  cr ise s Lu cy  d escr ib es a re  m o re  ak in  
t o  Ko t t e r 's d e f in it io n  o f  leadersh ip .  So  is it  se lf - e v id en t ly  t r u e  t h a t  lead e rsh ip  in t h e  
civ il se r v ice  can  on ly  be seen  a t  t im es o f  cr isis? Qu in n  ( 2 005 )  su g g est s t h a t  
lead e rs a re  a t  t h e  t o p  o f  t h e ir  g am e w h en  t h ey  d r aw  on  t h e i r " . . .  ow n  f u n d am en t a l
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va lu es and  cap ab il it ies -  o p e ra t in g  in a f r am e o f  m ind  t h a t  is t r u e  t o  t h em ,  yet ,  
p a rad ox ica lly ,  n o t  t h e ir  no rm al st a t e  o f  be ing  As Qu in n  p u t s i t " . . .  it 's t h e  w ay  
w e  lead  w h en  w e  en co u n t e r  a cr isis and  f in a lly  ch oose  t o  m ove  f o rw ard  ..."  So  if  
t h e  civ il se r v ice  is led  on ly  in  t im es o f  cr isis ( w h ich  is n o t  som e t h in g  t h e  dat a 
u n eq u ivo ca lly  su g g est s in  t r u e )  w e  cou ld  t u rn  t o  Qu in n  w h o  se t s o u t  a w ay  o f  
m ov in g  o n ese lf  in t o  " . . .  t h e  f u n d am en t a l st a t e  o f  lead er sh ip  ..." .
Lu cy 's d escr ip t io n  o f  leader  t ak in g  d ecisio n s w it h o u t  a ll t h e  ev id en ce  be ing  in , is 
c lo se  t o  M in t zb erg 's ( 1 990 )  d escr ip t io n  o f  a m anager .  So  a r e  w e  co n fu sin g  
lead ersh ip  and  m an ag ersh ip  o r  a re t h ey  tw o  sid es o f  t h e  sam e  co in ?
Jam es and  I an  w e re  q u it e  clear .
Jam es:  " t h e re 's a d if f e ren ce  b etw een  lead ersh ip  an d  m an agem en t  as 
m an agem en t  is m o re a p ro cess I  t h in k . "
I an :  " I  t h in k  t h a t  lead ersh ip  it se lf  can  o f t en  be co n f u sed  w it h
m an agem en t  in a sen se  t h a t  if  y ou  m anage t h in g s y ou  t h in k  y o u  a re  do in g  
lead ersh ip  b u t  I  t h in k  t h e r e  m u st  be a d ist in ct io n  b e t w een  m an agem en t  and  
lead ersh ip  and  I  su p p o se  leadersh ip  in  t h e  en d  m u st  r evo lv e  a rou n d  t ak in g  
p eop le  w it h  y ou  in a ce r t a in  d ir ect ion  and  you  kn ow  p er su ad in g  t h em ,  
b r in g in g  t h em  a lon g ,  g e t t in g  t h em  t o  sig n  in  t o  y o u r  v is io n  o f  t h e  w ay  t h in g s 
sh ou ld  be  d on e n o t  j u st  ach iev in g  a se r ies o f  t ask s,  o b j e ct iv es,  o u t p u t s so  
it 's t h a t  add it io n a l b u sin ess o f  b r in g in g  a g rou p  o f  p eo p le  a lo n g  w it h  y ou  
and  act u a lly  ach iev in g  som e o b j ec t iv es. "
How ever ,  it  is n o t  as easy  as all t h a t  t o  d isen t an g le  t h e  tw o  t e rm s.  Som e w r it e r s 
u se t h en  in t e r ch an geab ly  (eg. Bu rn es 1996)  w h ils t  o t h e rs sa y  it  d ep en d s on  
co n t ex t  ( Ko t t e r  1990) . Fo r  exam p le ,  in a b ook  en t it led  " H ar v a rd  Bu sin ess Rev iew  
on  Lead er sh ip "  ( 1 990 )  t h e  f i r st  a r t icle ,  b y  Hen ry  M in t zb erg ,  is ca lled  " T h e  
Man ager 's Jo b "  and  re fer s t o  leadersh ip  on ly  v e ry  rare ly .  A t  t h e  end  o f  t h e  a r t ic le  is 
a se r ies o f  q u est io n s f o r  'm an ag e rs ' and  t h ir d  is ab o u t  act in g  " . . .  b e fo re  t h e
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in f o rm at io n  is in "  and  con t rast in g  t h a t  w it h  w a it in g  so  long  t h a t " . . .  o p p o r t u n it ies 
pass m e b y "  (M in t zbe rg  1990:  33) .  I n  t h e  sam e vo lum e  Za le zn ik  co n t rast s leaders 
w h o  " .. .  t o le r a t e  ch aos and  lack  o f  st r u ct u r e  and  a re  t h u s p rep ared  t o  keep  
an sw e rs in  su sp en se ,  avo id in g  p rem at u re  c lo su r e  on  im po r t an t  issu es"  w it h  
m an ag er s w h o  " .. .  see k  o rd e r  and  con t ro l and  a re  a lm o st  com p u ls iv e ly  ad d ict ed  t o  
d isp osin g  o f  p rob lem s even  b efo re  t h ey  u nderst and  t h e ir  p o t en t ia l s ig n if ican ce "  
( Za le zn ik  1990 : 87 ) .
Ben n is an d  Nan us ( 1 985 : 33 )  f am ou sly ,  i f  u n he lp fu lly ,  a sse r t  t h a t  "m an ag e r s do  
t h in g s r igh t ;  leaders d o  t h e  r ig h t  t h in gs" .  Th is has t h e  r ing  o f  a sou n d  b it e  r a t h e r  
t h an  a se r io u s com m en t .  Acco rd in g  t o  Kran t z and  Gilm o re  ( 1 990 )  ea r ly  w r it e r s 
u sed  t h e  t e rm s leaders and  m an ag er s in t e r ch an geab ly .  Pasca le  ( 1 99 1 : 66 )  said  
" som e  lead ers do  m anage,  an d  som e m an agers lead "  and  t h e  a r g um en t  
" g en e ra t e s m ore h ea t  t h an  ligh t " .  W e ll p erhaps,  b u t  I 'm  n o t  so  su re.
An o t h e r  d ist in ct io n  cou ld  be b etw een  lead ersh ip  and  su p e rv isio n  w h ich  Jag o  
( 1 982 )  id en t if ies.  He ch a ract e r ises lead ersh ip  as " in f lu en ce  o f  g ro u p  m em b ers 
t h ro u g h  in t e rp e rson a l p ro cess w it h o u t  r eso r t  t o  t h e  au t h o r it y  o r  p ow e r  d e r ived  
f r om  an  em p lo ym en t  con t ract " .  He su g g est s t h a t  m an agers t r e a t  su b o r d in a t es 
d if fe ren t ly ;  som e,  " t h e  t r u st ed  cad r e "  r ece ive  lead ersh ip ,  o t h e rs,  " t h e  h ired  h an d s"  
r ece ive  su perv isio n .  Jag o  t h u s says t h a t  leaders a re  m an agers b u t  t h a t  m an ag er s 
can  a lso  be sup erv iso rs.  Th e  't r u st ed  cad re ' and  'h ir ed  h an d s' d ist in c t io n  ech o es 
t h e  Leade r -Mem b e r  Exch an g e  lead ersh ip  app roach  d iscu ssed  in  Ch ap t e r  3 w it h  it s 
m o ra l and  e t h ica l issues.
Kr an t z and  Gilm o re  ( 1 990 )  asse r t  t h a t  t h e  d ist in c t io n  is m uch  m o re  im p o r t an t  t h an  
on e  o f  em ph asis and  is n o t  m erely  a co n cep t u a l d if f e ren t ia t io n .  T h e y  m a in t a in  t h a t  
t o  sp li t  lead ersh ip  and  m an agem en t  is " . . .a so cia l d e fen ce . . . "  w h ich  lead s t o  t h e  
p re - em in en ce  o f  o ne  o v e r  t h e  o t her ,  " b o t h  in  co n cep t  and  in p ract ice " .  T h ey  
ch a ract e r ise  t h e  d ist in ct io n  as be tw een  h e ro ic lead e rsh ip  and  m an age r ia l ism ,  and  
say  t h a t  t o  w o rsh ip  on e  is t o  m arg in a lise  and  d eva lu e  t h e  o t her .  T h is  p r ev en t s t h e
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essen t ia l in t e ract io n  be tw een  leadersh ip  and  adm in ist r a t io n  n ecessa ry  f o r  ch an ge  
and  d eve lopm en t .  T h e y  go  on  t o  d iscu ss h ow  v isio n a r y  lead e rsh ip  has b ecom e a 
t a cit  f o rm  o f  m anager ia lism ,  w it h  'e x ce lle n ce '  as a v is io n a r y  m an t ra  be ing  
t r an sf o rm ed  in t o  a se t  o f  t e ch n iq u es and  t o o ls,  t h e  v e ry  lif eb lood  o f  m anager ia lism .  
T h u s in sp ired  b y  'e x ce lle n ce ' m anagers a re  su p posed  t o  " com e  a liv e  and  o ve r com e 
t h e ir  in e r t ia "  ( 1 990 : 197 ) .  How ever ,  t h e  au t h o rs g o  on ,  t h is  d im in ish es t h e  
ap p r ec ia t io n  b y  t h o se  in ex ecu t iv e  au t h o r it y  o f  g en u in e  lead e rsh ip  w h ich  in vo lv es 
r isk ,  u n cer t a in t y ,  con t rad ict io n  and  am b ig u it y .  Th is is n o t  t o  say  t h a t  a lead e r  and  
a m an ager  m u st  be t h e  sam e person ;  Kran t z and  Gilm o re  ( 1 99 0 : 18 9 )  say  " m u t u a l 
r e sp ect  an d  au t h o r isa t io n  o f  each  o t h e r "  is w h a t  is r equ ired .
Bu rn es ( 1 996 )  no t es t h e  p ro lif e ra t ion  o f  d e f in i t io n s o f  t h e  t e rm  ' le a d e r '  and  t h en  
st a t es w it h  co n f id en ce  t h a t  leadersh ip  t h eo r ist s can  be sep ara t ed  in t o  t h r ee  m ain  
g roup s,  t h o se  w h o  f o cu s on  ch aract e r ist ics and  p ro cesses,  o r  on  t h e  lead er -  
f o llo w e r  sit u a t io n ,  o r  o n  o rg an isa t io n  co n t ex t  and  cl im a t e  ( 1 99 6 : 34 6 ) .  Bu rn es u ses 
t h e  t e rm s lead er  and  m an ager  in t e r ch an geab ly  ( see  f o r  ex am p le  p age  351  w h e re  
t h e  h ead ing  is " Leade rsh ip  in act io n "  b u t  t h e  t e x t  r e fer s o n ly  t o  m an agers) .  He 
co n c lu d es t h a t  m an agers ( ie  leaders)  m u st  h ave  an d  use " a  w id e  ran g e  o f  sk il ls 
and  a t t r ib u t e s d ep en d in g  on  t h e  sit u a t io n  and  co n t ex t "  ( 1 996 : 354 ) .  He say s t h is 
'Je k y l l and  Hy de ' ap p roach  ra ises q u est io n s ab o u t  h ow  m an ag er s can  use d if f e r en t  
lead ersh ip  ap p roach es in on e  p a r t  o f  an  o r g an isa t io n  and  an o t h e r  in  an o t h e r  par t .  
He su g gest s t h e  w o rst  m an agers " m ay  n o t  be t h o se  w h o  m ake  p o o r  ch o ices;  it  
m ay  be t h o se  w h o  fa il t o  r ecogn ise t h a t  an y  ch o ice  ex ist s a t  a ll"  ( 1 996 : 362 ) .
I t  is c lea r ly  p o ssib le  t o  m ake  a d if f e r en t ia t io n  b etw een  lead e rs an d  m an ag er s,  b u t  
it  seem s lik e ly  t h a t  in real l if e  t h e  d ist in ct io n  w ill o f t en  be t h eo re t ica l,  a lb e it  w it h  
ob v iou s and  u n avo id ab le  p ract ica l o ve r t on es ( f o r  ex am p le  i f  t h e  p reva ilin g  cu lt u r e  
rew ard s lead ersh ip  o ve r  m anagersh ip ) .  As Ket s d e  Vr ie s ( 1 99 0 : 755 )  say s it  is 
n ecessary  t o  u n d erst and  t h e  " e f f e c t  u n d er ly in g  t h e  act io n  o f  le ad e r s"  an d  t h u s 
" g e t t in g  aw ay  f r om  t h e  lab o ra t o r y "  and  co n cen t ra t in g  on  " t h e  o b ser va t io n  o f  act u a l 
lead ers" ,  w h o eve r  t h ey  m ay  be. So  le t  us re t u rn  t o  t h e  d ay - t o -d ay  life.
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I  asked  each  in t e r v iew ee  w h e t h e r  t h e y  f e lt  t h a t  t h e  d e f in it io n  o f  le ad e r  in  t h e  c iv il 
se r v ice  had  ch an ged  o v e r  t im e.  Gare t h  w as clea r  t h a t  lead er sh ip  as an  id en t if iab le  
com pe t en ce  it  is a r ecen t  p h en om enon .  He said
" . . . [ lead ersh ip ]  is a n ew  idea in t h e  co n t ex t  o f  t h e  Civ il Se rv ice  ... 30  years 
ag o  ... [ sen io r  c iv il se r van t s]  w ou ld  have said  t h a t  t h e ir  f u n ct io n  w as act u a lly  
t o  su p po r t  M in ist e r s and  M in ist e r s w ere  t h e  leaders" .
He ad ded
" I  t h in k  it  h as been  a g radu a l s h i f t ... sh if t in g  in a sen se  t h a t  t h e  Fu lt on  
Repo r t  ce r t a in ly  in clu d ed  m ate r ia l w h ich  su g g est ed  t h a t  lead e rsh ip  w as 
go in g  t o  be a q u a lit y  r equ ired  o f  t h e  Civ il Se r v an t  o f  t h e  f u t u re .  T h e  f u t u re  
t h en  d a t ed  f r om  ab o u t  1969  as I  recall. . . " .
How ever ,  o t h e r s d id  no t  f ee l t h a t  a sig n if ican t  ch an g e  in t h a t  r e sp ect  had  o ccu r red ;  
Lyd ia said
" . . .  I  t h in k  lik e so  m any  t h in g s,  o n ce  you  have a labe l t o  p u t  a r ou n d  a box  
t h en  you  can  ca t eg o r ise  som et h in g  b u t  I  t h in k  t h e  t h in g s I 'v e  been  t a lk in g  
ab ou t  h ave a lw ays ex ist ed " .
Ca t h e r in e  ag reed  b u t  added
" . . .som e o f  t h e  t h in g s w e  had in t h e  sy st em  like t h e  b la t an t  se x ism  and  
racism  is g rad u a lly  be ing  g roun d  o u t . . . "
so  t h e r e  had  been  ch an g es o f  som e sig n if ican ce ,  b u t  t h ey  m ig h t  h ave  o ccu r red  
anyw ay .
Can  an yon e  be a lead er? W e ll,  a lm ost  eve ryo n e? T h e  co n sen su s h e re  w as st r ik in g  
b u t  n o t  u n exp ect ed .  Most  civ il se r van t s have  st a f f  m an agem en t  r e sp o n sib il i t ie s so  
on e  w ou ld  ex p ect  t h em  t o  be descr ib ed ,  casu a lly ,  as leaders.  I n  t h a t  sen se  
ev e r yon e  ag reed .  Gare t h  sum m ed  up  t h e  posit ion ,
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" . . . I  t h in k  it  ap p l ie s t o  ev e ryb od y ,  w e ll it  d o esn 't  a p p ly  t o  an  adm in ist r a t iv e  
assist an t  as t h e r e  is no  one  f o r  t h em  t o  lead  really .  Bu t  ab o ve  t h a t  level it  
can  ap p ly  a t  an y  g rade ,  it  is t h e  sit u a t io n  t h a t  m a t t e r s n o t  t h e  g r ad e . "
I n  h is su b seq u en t  com m en t s Gare t h  m ade it  c le a r  t h a t  b y  's i t u a t io n '  he m ean t  line 
m an ag em en t  r esp on sib il it ies w h ich  a rg u ab ly  d o esn 't  n ecessa r ily  eq u a t e  w it h  
lead ersh ip  a t  all.
Cla re  st ar t ed  in  t h e  sam e ve in  b u t  l in ked  t h e ir  l in e m an agem en t  r esp o n sib il i t ie s t o  
h e r  ow n :
" Som e  o f  t h em  ce r t a in ly  h ave  a leadersh ip  ro le -  y e s - 1 m ean  -  I  d on ' t  
w an t  t o  g e t  h ie ra rch ica l ab o u t  it  you  know ,  t h e  Sen io r  Ex ecu t iv e  O f f ice r s on  
t h e  t eam  ce r t a in ly  have  a lead ersh ip  ro le;  t h e y  have t h e ir  ow n  line 
m an ag em en t  r esp on sib il it ies t h a t  are,  y ou  know ,  w ell,  f o r  w an t  o f  a b e t t e r  
w o rd  a re  g iven  t o  t h em  by  m e ..."
Bu t  sh e  d eve lop ed  t h e  p o in t  t o  in clu d e  u pw ards as w ell as d ow nw a rd s h ie ra r ch ica l 
ro les,
" . . . t o  som e ex t en t  t h e r e  is u pw ard s lead ersh ip  i f  y ou  lik e  -  a r esp o n sib il i t y  
f o r  m e and  o t h e rs t o  p o in t  o u t  t o  o u r  su p e r io r s ac t u a lly  w e  t h in k  w e 'r e  on  
t h e  w ron g  pat h  h ere o r  ac t u a lly  w e 're  no t  v e r y  c lea r  w h e re  w e 'r e  go jn g  you  
n eed  t o  do m ore t o  g iv e  u s t h a t  b e t t e r  sen se  o f  d ir ect io n  . . ."
and  clo sed  t h e  c ir c le  b y  d escr ib in g  how ,  in f act ,  ev e ryo n e  has a lead e rsh ip  ro le t o  
p lay
" . . .  lead ersh ip  is p robab ly  -  o r  t o  m e an yw ay  -  bo t h  a b o u t  b e in g  in  t h e  f r o n t  
-  t ak in g  a lead , b u t  a t  t h e  sam e t im e  be ing  su p p o r t iv e  an d  t h a t  im p lie s bo t h  
be ing  in f r o n t  and  be ing  beh ind  as w ell,  and  I  t h in k  t h e  t r u t h  o f  t h e  m at t e r  
is t h a t  t h e r e  a re  a n um ber  o f  d if f e r en t  ch an n e ls t h a t  o u r  p o licy  o b j e ct iv es
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and  a im s n eed  t o  t ake  and  on e  in d iv id u a l sim p ly  can ' t  be in  t h o se  ch an n e ls 
a t  all t im es and  t h a t 's w h e re  o n e  st a r t s t o  d e leg a t e  and  say  w e ll,  y ou  lead  
on  t h a t  b it  and  I  w ill lead  on  t h is b it  and  w e 'll m ee t  u p  a t  a p o in t  f u r t h e r  
d ow n  t h e  t r ack" .
Bu t  if  w e  loo k  ca r e f u l ly  a t  w h a t  Cla re  is say in g  w e  can  see  t h a t  sh e  is r ea lly  
d escr ib in g  a sit u a t io n  in  w h ich  sh e as t h e  leader ,  I  t h in k ,  is d e leg a t in g  au t h o r it y  
b ecau se  sh e  can n o t  be in t w o  p laces a t  once. T h a t  d oesn 't  seem  t o  m e t o  be t h e  
sam e as say in g  t h a t  eve ryon e  au t om at ica lly  has a lead ersh ip  f u n ct io n  t o  per fo rm .
W h e t h e r  o r  n o t  lead ersh ip  is ex e rcised  b y  a ll,  Jam es had  an  im p o r t an t  p o in t  t o  
m ake  ab o u t  t h e  d if f e r en ces exp ect ed  f r om  p eop le  a t  d if f e r en t  leve ls.
" . . .  ce r t a in ly  f r om  t h e  exp e r ien ce  t h a t  I 'v e had  w h en  I 'v e  d o n e  t h a t  j o b  - 1 
w ou ld  n o t  w an t  t o  be a [ Dep u t y  D irect o r ]  t o  save  m y  life  b ecau se  I  t h in k  
t h e  h assle  f a ct o r  g oes up  ab ou t  10 f o ld  and  t h e  recog n it io n  f a c t o r  is zip p o  
and  t h e  o r g an isa t io n  t r ea t s t h em  like d ir t .  T h e  on ly  r eason  w h y  y ou  w ou ld  
w an t  t o  d o  t h a t  j o b  is on  t h e  w ay  t o  som et h in g  e lse  t o  be h o n est  w it h  y ou ,  
b ecau se  t h e r e  isn 't  t h e  recogn it io n  t h e r e ,  t h e r e  isn 't  t h e  au t h o r it y  t h e r e  t h a t  
y o u  t h in k  be low  t h a t  leve l y ou 'r e  go in g  t o  h ave . "
Pau l m ade  t h e  p o in t  t h a t  even  i f  lead ersh ip  is exe rcised  by  all,  it  is n o t  f o rm a lly  
r ecogn ised .  He said
" . . . I  d on 't  t h in k  t h e  p e r f o rm an ce  ap p ra isa l sy st em  reco gn ises t h is.  W h en  it  
lo oks a t  m an ag em en t  and  lead ersh ip  it  loo ks a t  all t h e  t e ch n ica l a sp ect s o f  
m an ag em en t  and  d oesn 't  loo k  a t  t h e  lead ersh ip  r o le . "
I n i t ia l  I m p r e ssio n s
Overa ll,  t h en ,  p eop le  saw  lead ersh ip  as be ing  m ade  up  o f  t w o  m ain  com p on en t s,  a 
v isio n  o r  b ig  p ict u re ,  and  m o t iva t in g  o t h e rs,  in clu d in g  se t t in g  an d  liv in g  va lu es.  W e
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w ill see  t h a t  t h is f a ir ly  st r a ig h t f o rw ard  m ode l b ecom es co n sid e r ab ly  m ore 
com p lica t ed  as w e  d iscu ss h ow  lead ersh ip  m an if est s it se lf  in  t h e  w o rkp lace .  Fo r  
exam p le ,  w h o  in  f a c t  se t s t h e  v isio n  is by  no  m ean s a sim p le  issue.  Each  o f  t h e  
com p on en t s can  be b ro ken  d ow n  in t o  im po r t an t  su b -e lem en t s,  b u t  t h e  w ay  t h ese  
su b -e lem en t s w ere  d escr ib ed  w as less exact ,  m o re  em o t io n a l an d  m o re  su b j ect iv e.  
An d  p eop le  began  t o  exp r ess t h e ir  id eas in  t e rm s o f  w h a t  d id n 't  h ap pen  o r  a t  least  
w h a t  d id n 't  a lw ays h appen  w ell.  T h is  co n t rast ed  sh a rp ly  w it h  t h e  h igh  level m odel 
w h ich  w as ab o u t  b e in g  an  exem p la r  o r  r o le  m odel and  w as co n sist en t ly  d escr ib ed  
in  p o sit iv e  t e rm s.  T h e  su b - e lem en t s con t a in ed  a n um ber  o f  act u a l o r  p o t en t ia l 
t e n sio n s an d  f o r  som e (Rosa lie  in  p ar t icu la r )  ex p o sed  a la ck  o f  t r a in in g  o r  
u n d erst an d in g ,  o r  con t rast ed  st r on g ly  w it h  p rev iou s exp er ien ce .
Th ese  tw o  m ain  com p on en t s o f  leadersh ip  read  acr o ss w e ll,  p e rh ap s n o t  
su rp r isin g ly ,  t o  t h e  Depar tm en t 's f r am ew o r k  t h a t  se t s o u t  t h e  com p e t en cie s t h a t  
a re  exp ect ed  o f  civ il se r van t s in  t h e  Depar tm en t .  So  v is io n  read s acr o ss t o  
" st r a t eg y " ,  m o t iv a t in g  o t h e rs t o  " w o rk in g  w it h  o t h e rs" ,  an d  v a lu e s t o  " b eh av io u rs" .  
T h e  q u est io n  is h ow  m uch  o f  t h is can  be p u t  d ow n  t o  com m on  sen se  o r  g ood  
p ract ice  an yw ay ,  w h ich  o n e  m ig h t  f in d  in an y  o rg an isa t io n ,  and  h ow  m uch  is a 
r e f lect io n  o f  t h e  cu lt u r e  t h e  Depa r tm en t  has so u g h t  t o  in st il in  s t a f f  o v e r  t h e  years.  
An d ,  o f  cou rse,  h ow  d oes t h is p lay  o u t  in t h e  d ay - t o -d ay  se t t in g  an d  w h a t  d oes 
lead e rsh ip  m ean  in t h e  p ro fession a l w o r ld .
V isio n
T h e  f ir st  m ain  com po n en t  is 'v isio n ';  w h a t  d oes t h e  ev id en ce  say  ab o u t  t h is? 
'V is io n '  w as exp ressed  in  a n um ber  o f  w ays,  Ro sa lie 's m e t ap h o r ica l j o u r n e y  
com p le t e  w it h  m ap  ( b u t  n o  exp lic it  d est in a t io n ) ,  an d  Ly d ia 's 'p r io r it ie s ',  w h ich  u ses 
a m o re j a rg o n ist ic  w ay  o f  say in g  m uch  t h e  sam e t h in g .  Bu t  it  w as t h e r e  f o r  all 
in t e r v iew ees and  w as an  im po r t an t  p a r t  o f  lead ersh ip  f o r  t h em .  So  w h a t  is 'v is io n '  
and  w h e re  d oes it  com e f r om ?
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I n  t h e  ea r lie r  p a r t  o f  t h is ch ap t e r  w e  have heard  q u it e  a lo t  a b o u t  'v isio n '.  An d r ew  
d e f in ed  h is v iew  v e r y  clear ly :
" . . .  it  is a b u sin ess p ro cess w h ich  t h en  g en e ra t es a sen se  o f  p u rp ose ,  a se t  
o f  d ecisio n s ab o u t  w h a t  you  a re  ab o u t  t o  ach ieve ,  an  u n d e rst an d in g  w h y  
y ou 'r e  t r y in g  t o  ach ieve  t h em  and  all o f  t h o se  f o r  m e a re  com po n en t s o f  a 
v isio n  -  w h a t  is t h a t  b e t t e r  p lace t h a t  y ou 'r e  t r y in g  t o  g e t  t o  -  t h a t  p ro cess 
is t h e  o n e  t h a t  leads y ou  t o  a com m on  u n derst an d in g  o f  t h a t  b e t t e r  p lace . "
I n t e rest in g ly ,  An d r ew  re fer s t o  t h is as a " p r o cess"  r a t h e r  t h an  as som e t h in g  t h a t  
a r r iv es by, o r  evo lv es t h rou g h ,  o r ig in a l t h in k in g ,  and  a " b u sin e ss p r o cess"  a t  t hat .
I  t h en  asked  An d rew  how ,  i f  it  is a b u sin ess p ro cess,  he cou ld  kn ow  w h e t h e r  h is 
v isio n  w as 'r ig h t '.
And rew :  " I  don 't .  A  v isio n  can n o t  be o b j e ct iv e ly  d em on st r ab le  i f  it  w e re
j u s t  t h a t ,  it  w ou ld  n eed  dat a and  you  need  t h e  m an agem en t  in fo rm at io n ,  
y ou  n eed  t h e  t r a j ec t o r ies,  y ou  need  t h e  t a rg e t s,  y ou  n eed  t h e  MI  b u t  none 
o f  t h a t  w ill g iv e  you  a v isio n  -  it 's a w ay  o f  k n ow in g  y o u 'r e  secu re  in  t he 
e f f ect  t h a t  y ou  w an t  it  t o  have,  b u t  it  can ' t  in  it se l f  t e ll y o u  i f  t h a t 's  t h e  r ig h t  
e f f e c t  t o  be p r io r it isin g  and  t r y in g  t o  b r ing  ou t ,  so  t h e r e  com es a p o in t  a t  
w h ich  w it h  t h e  b est  in f o rm at io n  in  t h e  w o r ld  y ou  st ill h ave  t o  m ake  t h a t  
f u r t h e r  st ep  o f  b e liev in g  t h a t  am on g st  t h e  w h o le  ran ge  o f  t h in g s t h a t  I  cou ld  
do  and  o u r  g rou p  cou ld  do  -  t h is is t h e  one  t h a t  w e  sh ou ld  rea lly  be 
f o cu ssin g  o n . "
T h is is r ea lly  in t erest in g .  An d rew  b r in g s in m an ag em en t  in f o rm a t io n ,  t r a j ec t o r ies 
and  t a rg e t s,  all k ey  civ il se r v ice  p ro cess t oo ls,  b u t  in t h e  end  re lie s m o re  on  
in t u it io n  and  b e lie f  t h an  on  q u an t it a t iv e  data.  T h is  is a t  o d d s w it h  h is ea r lie r  
asse r t io n  t h a t  v isio n  is a b u sin ess p rocess.  Bu t  it  b r in g s h is d e f in i t io n  c lo se r  t o  on e  
w h ich  con t a in s m o re  t h an  a h in t  t h a t  v ision  n eed s an  em o t io n a l ( b u t  n o t  
n ecessa r ily  ir r a t io n a l)  com po n en t  t o  lif t  it  f r om  b ein g  on ly  a p r o cess t o  som et h in g  
t h a t  is m o t iv a t io n a l and  leads t o  sig n if ican t  change.
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Ot h er s a lso  su g g est  t h a t  v isio n  is m o re t h an  a p rocess.  M a r k  lo o ked  b ack  and  t o ld  
m e
" I  t h in k  t h a t  t h e  area o f  w o r k  t h a t  I V e  p icked  up  -  God  it 's n ea r ly  t h r ee  
y ea r s ago ,  it 's f r ig h t en in g . . .h a  ha ha. .. .good  g r ie f  -  w as n o t  in  g ood  sh ape 
w h en  I  t o o k  it  o ve r  and  so  I  t h in k  t h e re  is som e  sa t isf ac t io n  in  st a r t in g  t o  
see  it  m ov ing  you  kn ow  m ov ing  in  t h e  r ig h t  d ir ect io n ,  a t t r a ct in g  t h e  r ig h t  • 
k ind  o f  p eop le  in  g e t t in g  t h in g s m ov ing  in t h e  r ig h t  w ay . "
Usin g  d if f e r en t  lan guage,  he a lso  t a lk s ab o u t  'sa t is f a c t io n '  an d  ' t h e  r ig h t  w a /  w h ich  
cou ld  be in t eg ra t ed  in  e it h e r  q uan t it a t iv e ,  p ro cess t e rm s o r  in  q u a lit a t iv e ,  
em o t io n a l t erm s.  Perh aps he used  t h o se  w o rd s in  o r d e r  t o  in c lu d e  bo t h  
in t e rp re t a t io n s.
So  w h e re  d oes t h is v isio n  com e f r om ? I t  w as a t  t h is  p o in t  in  som e  in t e r v iew s t h a t  
t h e  act u a l o r  po t en t ia l con fu sion  ab ou t  t h e  lead ersh ip  ro le  o f  m in ist e r s b ecam e 
im po r t an t  and  t h is w ill be d iscu ssed  in m o re  d et a il in  Ch ap t e r  6, b u t  it  is r e levan t  
h ere as w ell.
V isio n  cou ld  com e f r om  a n um ber  o f  paces, M in ist e rs,  sen io r  c iv il se r van t s,  o n ese lf ,  
o r ,  loo k in g  ou tw ard ly ,  t h e  Pr im e M in ist e r ,  t h e  Gove rnm en t ,  o r  p u b lic  o p in io n .  Bu t  
o ve rw h e lm in g ly ,  f o r  civ il se r van t s,  t h e  ro le o f  m in ist e r  in  se t t in g  t h e  v is io n  w as key. 
T h is lead s t o  som e d if f icu lt ies.
Sin ce  su ch  a v isio n  is in ev it ab ly  a po lit ica l v isio n  ( som et im e  w it h  a cap it a l P, 
som e t im es no t ) ,  it  is p rey  t o  ch an ges t h a t  com e  f r om  t h e  po lit ica l p r o cess as w e ll 
as t h e  no rm a l p ressu res on  an y  v isio n ,  f o r  exam p le ,  m in ist e r ia l r e sh u f f le s and  
e lect io n  resu lt s,  w h ich  m eans t h a t  a civ il se r v an t  h asn 't  g o t  t h e  sam e  com pa ra t iv e  
c la r it y  o ve r  t h e  p u rp ose  and  lo n gev it y  o f  a v is io n  t h a t  m ig h t  b e  ex p ect ed  in  a 
com m ercia l com pany ,  o r  a v o lu n t a r y  sec t o r  o rg an isa t io n 's ad h e ren ce  t o  a m oral o r  
e t h ica l posit ion .  As Rosa lie  p u t  it  d r am at ica lly
96
" [ M in ist e r s]  j u s t  t end  t o  f lo a t  in  and  say  w e 're  go in g  t o  g o  t o  X  even  i f  w e  
w e re  go in g  t o  Y  last  t im e . "
T h is can  lead  t o  an o t h e r  e f f ect .  Ca t h e r in e  said :
" I t  seem s t o  be t h e  w ay  w e  do  t h in g s a rou n d  h e re  t h a t  as a c iv il se r v an t  
y o u  d on 't  g e t  t ied  up in t o  t he  w o rk  o r  t h e  com m itm en t  t o  it;  t h a t 's  t h e  
M in ist e r 's j ob .  Bu t  y ou  a re  j u s t  t h e re  t o  m anage a p ro cess and  d e liv e r  a 
p ro cess on  b eh a lf  o f  t h e  M in ist e r . "
Now  t h is is a st a r k  p ict u re:  M in ist e r  as lead e r  and  civ il se r v an t  as m anager .  I t  is 
n o t  a p ict u re  t h a t  m an y  o f  m y  resp on den t s d rew  f o r  m e. W h ilst  t h e  d iv id in g  lin e 
b e tw een  M in ist e r s and  civ il se r van t s can  be in d ist in ct ,  t h e  o ve rw h e lm in g  b a lan ce  o f  
e v id en ce  said  t h a t  civ il se r van t s had  a real lead ersh ip  ro le,  M in ist e r s 
n o tw it h st an d in g  ( see Ch ap t e r  6) .
Jam es u n der lin ed  t h a t  by  d escr ib in g  how  a lead er  m ig h t  g e t  t h in g s done:
" y o u 'v e  g o t  t o  have som ebod y  w h o  has g o t  a c le a r  v is io n  w h o  can  g iv e  
p u rpose,  co h er en ce  and  d ir ect io n  and  a lead  b u t  t h e y  have a lso  g o t  t o  have 
o t h e r  q u a lit ies -  t h ey 'v e  g o t  t o  have t h e  ab ili t y  t o  w o rk  t h e  sy st em  t h ey 'v e  
act u a l ly  g o t  t o  k now  t h e  sy st em  o r  sy st em s t h a t  t h e y  w o r k  w it h in . "
W h ilst  t h a t  cou ld  ap p ly  in p ar t  t o  M in ist er s,  c lea r ly  civ il se r van t s w ou ld  h ave  a 
m uch  g r ea t e r  r o le h ere as t h e  peop le  w h o  op e ra t e  t h e  sy st em s d ay - t o -d ay .  I t  is 
civ il se r v an t s w h o ,  as Jam es p u t  it , know :
" h ow  t o  pu ll t h e  r ig h t  levers,  h ow  t o  g e t  t h in g s d on e ,  it 's n o t  j u s t  su f f ic ie n t  
t o  have t h e  v isio n  y ou 'v e  g o t  t o  h ave t h e  ab ili t y  t o  p u t  t h a t  v is io n  o r  t o  g e t  
o t h e r s t o  p u t  t h a t  v ision  in t o  w o r k  so  y o u 'v e  g o t  t o  k n ow  h ow  t o  w o r k  t h e  
sy st em ."
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Ar g u ab ly  t h is r e - in t r o d u ces t h e  d ilem m a be tw een  w h a t  is lead e rsh ip  and  w h a t  
m an agem en t  w h ich  w e  h ave a lr ead y  d iscu ssed ,  b u t  i f  t h a t  d ist in ct io n  is f u d g ed ,  o r  
u n im po r t an t  and  in  real l if e  t h en ,  so  be it . M a rk  had  t h e  sam e no t ion  in m ind  
p e rh ap s w h en  he said
" so  f o r  m e it 's ab o u t  g rasp in g  an  opp o r t u n it y ,  r u n n in g  w it h  a ball t h a t  w as 
f in a lly  g e t t in g  m ov ing  and  e r . . .n o t  o n ly  is it  ab o u t  d eve lop in g  t h e  ideas,  it  is 
ab o u t  ca r r y in g  t h e  p eop le  w it h  y ou  isn 't  it  an d  h e lp in g  e v e ry b o d y  t o  see 
bo t h  in t e rn a lly  and  ex t e r n a lly  t h a t  t h is is an  idea w o r t h  p u rsu in g . "
So  f a r  t h is d iscu ssion  has n o t  ch a llen g ed  t h e n o t ion  t h a t  t h e  v is io n  h as com e f rom  
one  p lace,  o n e  in d iv id ua l.  O r  p erhaps f r om  a sm a ll and  d ist in c t  g r o u p  o f  peop le ,  
m in ist e r s f o r  exam p le ,  o ccup y in g  a p a r t icu la r  p osit ion .  Bu t  An d r ew  p u t  a d if f e ren t ,  
m o re  com p lex ,  idea t o  m e.
"W e ll,  t h e r e  a re  tw o  w ay s in  w h ich  y ou  cou ld  ap p ro ach  it  -  y ou  cou ld  say  
t h a t  a v is io n  is crea t ed  by  one  in d iv id u a l w it h in  t h e ir  ow n  h ead  p ick in g  ou t  
t h e  in f lu en ces t h a t  w e 'v e  t a lk ed  ab o u t  b u t  I  t h in k  w h a t 's  a c t u a lly  h ap pen ed ,  
a t  least  f o r  us in  t h is g roup ,  is t h a t  y ou  t h en  n eed  t o  am a lg am a t e  t h o se  
p ro cesses go in g  on  w it h in  each  in d iv id u a l's h ead  and  t r y  t o  d raw  t h em  
t o g e t h e r  in  a w ay  t h a t  g iv es y ou  a co llect iv e  u n d er st an d in g  an d  p u r p ose  
w h ich  is m o re t h an  som e o f  it 's in d iv id u a l co n t r ib u t io n s . .."
M ark  t o ld  m e t h e  sam e st ory :
" I  t h in k  it 's q u it e  in t e rest in g  I  su p p ose  m y  ow n  k ind  o f  st y le  is I  t r y  t o  list en  
q u it e  a lo t  t o  peop le  w h o  w o rk  f o r  m e and  t r y  and  t a k e  t h e ir  co u n se l b e fo re  
w e  m ake  b ig  d ecisio n s ab ou t  t h in g s b ecau se  t h e y  n ea r ly  a lw ays say  t h a t 's 
b lo od y  r id icu lou s you  co u ld n 't  p ossib ly  g e t  t h a t  t o  w o r k  -  w h a t  a re  y ou  
t a lk in g  abou t .  Bu t  if  y ou  do  it  t h is w ay  in st ead  t h en  it  w ill w o rk ,  w o n 't  it , 
and  I  say  w e ll O K t hen  -  a lr ig h t  f in e  -  w h y  d o n 't  w e  do  it  t h a t  w ay  t h en  
in st ead  -  w h ich  no t  o n ly  bu ys t h e ir  ow n er sh ip  o f  t h e  w h o le  t h in g  b u t  a lso
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m eans you  d o n ' t  go  o f f  d ow n  sil ly  d ir ect io n s w h ich  a re  g o in g  t o  end  up  in 
t h e  m ir e . "
T h is so u n d s m ore rea list ic  t o  me. I t  is hard  t o  im ag in e  a v is io n  t h a t  h as su d den ly  
m an if est ed  it se lf  t o  o n e  pe rson  w it h  no  o t h e r  p erson  o r  in f lu en ce  be in g  in vo lved .  
Bu t ,  as An d rew  w en t  on  t o  say
" ... t h e r e 's n ecessar ily  a p ro cess f o r  d raw in g  t h a t  v isio n  t o g e t h e r ,  t h e y  can 't  
j u s t  d rop  o u t  o f  a c lea r  b lue sky ,  b u t  t o  ex e r cise  lead e rsh ip  t h en  you 'd  have 
t o  ... lead  t h e  p ro cess o f  g e t t in g  t h a t  v isio n  and ,  I  t h in k  I  do  m ean  lead  n o t  
m an age  t h e re,  and  m ake  su re  t h a t  i t  r em a in s r e le van t  and  u p  t o  d a t e . "
Now  t h is  is a com p le t e  cy cle  and  o n e  t h a t  d r aw s a d ist in ct io n  b e tw een  lead in g  and  
m an ag in g  a v isio n .  Th e  v isio n  is an  am alg am  m ade  up  f r om  seve ra l,  o r  m any ,  
sou rces,  b r ou g h t  t o g e t h e r  b y  a lead er  and  m ade re le van t  and  u p - t o -d a t e .  
Never t h e less,  t h is r a t io n a l ist  v iew  m ay  in  f a c t  o ve r - sim p l if y  t h e  real w o r ld  
com p lica t io n s t h a t  ap p ly  d ay - t o -d ay .  Look  a t  t h is ex ch an g e  w it h  Mark .  I  asked  
h im  w h e re  he t h o u g h t  t h e  v isio n  cam e f rom .
Mark :  " Erm . . . . I  t h in k  it  com es p ar t ly  f rom  t h e  t o p  o f  t h e  o rg an isa t io n  
a lt h ou gh  I  g u ess less f r om  t h e r e  t h an  you  m ig h t  t h in k  in  a w ay  an d  p ar t ly  I  
t h in k  it  com es f r om  p a r t ic u la r ... w e ll ce r t a in ly  it  com es ... I  m ean  t h e  t o p  o f  
t h e  Civ il Se r v ice  pa r t  o f  t h e  o rg an isa t ion .  Som et im es it  com es f r om  
M in ist e r s -  som e t im es it  com es f r om  p a r t icu la r  in d iv id u a ls in  q u it e  pow er fu l 
p o sit io n s in  t h e  o rg an isa t io n "
I  asked  f o r  an  exam p le.
Mark :  " . . .  in  t h e  case o f  t h e  Sk ills St ra t eg y  I  t h in k  in a w ay  M in ist e r s had  
id en t if ied  t h e r e  w as a p rob lem ,  t h e re  w as a g ap ,  t h e r e  w as a h o le,  t h e r e  
w as a lack  o f  co h eren ce  bu t  it 's t aken  som eon e  lik e [ n am e o f  a D irect o r ]  t o  
b r in g  a sen se  o f  d irect io n  and  cla r it y  and  p u rp ose  t o  t h a t  and  a sh a rp ly
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de f in ed  an d  clea r  w ay  f o rw ard  so  I  t h in k  t h a t  w as q u it e  a g ood  ex am p le  o f  
lead e rsh ip  act u a lly . "
Bu t  even  t h en  Mar k  con sid e red  w h e t h e r  t h e  rea lit y  w asn 't  m o re  com p lex .  Hav ing  
id en t if ied  m in ist e r s and  t h e  t o p  o f  t h e  civ il se r v ice  as t h e  so u r ce  o f  t h e  v isio n ;  t hen  
n am ed  a sin g le  person ;  Mark  t h en  ag reed  w it h  An d rew .
Mark :  " p a r t ly  it 's a co llect iv e  e f f o r t  w o rk in g  t h ese  id eas up  and  be ing  a 
sen se  o f  in vo lv em en t  in t h e  co llec t iv e  e f f o r t  b u t  p a r t ly  it 's a b o u t  y o u r  ow n  
in d iv id u a l id eas and  f eed in g  t h o se  in and  st a r t in g  t o  b u ild  a w h o le  f r om  a 
n um be r  o f  p a r t s ... I  d o n ' t  t h in k  it  is j u s t  o n e  person  act u a lly  t h a t  crea t es a 
v isio n  I  m ean  I  t h in k  t h e r e  is lead ersh ip  act u a lly  a t  all leve ls in  t h e  
o rg an isa t io n  . . . . "
M o t iv a t in g  o t h e r s a n d  se t t in g  a n d  liv in g  v a lu e s
Th e  secon d  o f  t h e  key  com p on en t s in  m y  in t e r v iew ee 's in t e r p r e t a t io n  o f  lead e rsh ip  
is m o t iva t in g  o t h e rs and  se t t in g  and  liv jng  va lu es.  T h is  w as a t h em e  in  all t h e  
in t e r v iew s b u t  f r om  Ga re t h 's p o in t  o f  v iew  a com p a ra t iv e ly  n ew  one.
" So  i t  is a n ew  idea I  t h in k  f o r  m ost  sen io r  m an ag er s in  t h e  Civ il Se rv ice  b u t  
• c lea r ly  an  in cr easin g ly  im p o r t an t  o n e  as p eop le  see  t h e ir  r o le as be in g  ab o u t  
m o t iv at in g  p eop le  t o  [ o b t a in ]  b e t t e r  d e liv e r y  [ o f  o u r  o b j e c t iv e s] . "
De liv e ry  has b ecom e a f am ilia r  t e rm  in t h e  civ il se r v ice .  As I an  p u t  it
" in  t h e  last  20  y ear s ag a in  t h e re 's been  a m ove  t o  b ecom e ev e r  m o re  
b u sin ess like and  m o re f o cu ssed  on  o u t p u t s r a t h e r  t h an  t h e  p r o ce sse s/ '
and  t h is has led  t o  ch an g e  in t h e  w ay  p eop le  w ork .
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I an :  " t h e  c lim a t e  in  t h e  last  f ew  years has been  m uch  m o re  open  t o  
a llow in g  p eop le  t o  op e ra t e  m o re  in d epen d en t ly  b u t  b ased  on  y ou  know  a 
c lea r  se t  o f  w h a t  o u t p u t s w e  n eed  t o  a ch ie ve . "
Eve ryon e  in on e  w ay  o r  an o t h e r  r e fer red  t o  t h e  im po r t an ce  f o r  a le ad e r  o f  
m o t iva t in g  t h e ir  st af f .  Cla re  pu t  it  t h is w ay
" it 's  h av in g  t h e  t im e  -  h av ing  t im e  t o  list en  t o  p eop le ,  k n ow in g  w h a t  d r ives 
t h em ,  kn ow ing  w h a t  in sp ir es t h em ,  yes -  and  each  on e  is d i f f e r e n t ... I  j u st  
t h in k  it 's r ea lly  im po r t an t  n o t  j u s t  t o  be seen  b u t  t o  be seen  t o  h ave t h e  
t im e  and  t o  ca r e . "
W h e reas Ca t h e r in e  said
" i t 's  ab o u t  keep in g  peop le 's m o t iva t io n  and  com m itm en t  t o  t h e  w o r k  w hen  
t h in g s g e t  t o u g h  so t h a t 's ab ou t  g iv in g  t h em  t im e  w h ich  is n o t  ab o u t  
p rodu cin g  [ w o rk ]  b u t  it 's ab ou t  'd id  y ou  have  a g ood  h o lid ay ?' an d  n o t  o n ly  
t h a t  b u t  m ak in g  peop le  f ee l g ood  ab o u t  t h em se lv es a t  w o r k . "
T h is is an  in t e rest in g  p e r sp ect iv e  b ecau se  it  is seem s t o  be a t  o d d s w it h  
Ca t h e r in e 's ea r lie r  com m en t  t h a t  " . . .as a civ il se r v an t  y ou  d o n ' t  g e t  t ied  up  in t o  t he  
w o rk  o r  t h e  com m itm en t  t o  it ;  t h a t 's t h e  M in ist er 's j o b " .  So  w h a t  is t h e  
" com m itm en t  t o  w o rk " ? I s t h e re  som et h in g  t h a t  t r an scen d s d ay - t o - d ay  w o rk  t o  
w h ich  com m itm en t  is n ecessary? I s Ca t h e r in e  t h in k in g  ab o u t  som e  so r t  o f  p ub lic 
se r v ice  e t h ic,  p e rhaps, w h ich  g iv es st a f f  an  im po r t an t  m o t iv a t in g  f a c t o r  t h a t  
r em a in s co n st an t  as m in ist e r s and  t h e ir  p o licies ch an ge? O r  is it  j u s t  g ood  
lead e rsh ip  o r  m an ag em en t  p ract ice  t o  assoc ia t e  t h e  d ay - t o -d ay  m u n d an e  w it h  a 
b ig g e r  v isio n  t o  w h ich  com m itm en t  is n ecessary ,  t h a t  w ou ld  ap p ly  w h a t e v e r  t h e  
w o rk?
I f  y ou  d o n ' t  h ave t h is l in k  y ou  r isk  en d in g  up  w it h  a w o rk fo r ce  d e t ach ed  f r om  t h e  
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v is io n ,  and  t h e r e  is a d an ger  t h a t  w o rk  is n ow  no  m ore t h an  a m an ag em en t  
p ro cess,  w h ich  Ca t h e r in e  a lso  re fer red  t o
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" i t 's  j u s t  a b o u t  d o in g  a j o b ,  so  t h a t  civ il se r van t s a re  a llow ed  t o  r em ove  
t h em se lv es f r om  t h e  w ork .  I t 's n o t  m e g u v ,  it 's j u s t  a j o b .  So  w h en  
som et h in g  g oes w ron g  n obody  f e e ls  it  p erson a lly  'co s  it  w as j u s t  an o t h e r  j o b  
t h a t  t h e y  w e re  asked  t o  d o . "
T h is is a v e r y  pow er fu l m essage.  Pu t  sim p ly ,  if  t h e  in t e r f ace  b e tw een  m in ist e r s 
and  o f f ic ia ls d isen gages civ il se r v an t s f r om  ow ne rsh ip  o f  m in ist e r s' p o lic ies,  t h en  it  
seem s t h a t  an y  leadersh ip  p e r fo rm ed  by  c iv il se r van t s is n o t  lead e rsh ip  o f  p o licy  in 
a w id e  sen se  b u t  o n ly  a n ar row er  i f  im po r t an t  v e rsio n ,  lead e rsh ip  o f  peop le.  
Ca t h e r in e 's com m en t s a lso  im p ly  t h a t  t h is a lien a t io n  cou ld  be a d e fe n siv e  st r a t eg y  
w h ich  is a p o in t  d iscu ssed  b y  Kran t z and  Gilm o re  ( 1 990 )  t h a t  w e  h ave  lo oked  a t  
ea r lie r  in t h is chap t er .
Som e w ill a rg u e  t h a t  t h a t  is a o ver - react ion .  T h e  re la t io n sh ip  is, it  is t r u e ,  u n usu al,  
and  d em and s a f lex ib il it y  t h a t  som e w o rk in g  in com m ercia l o r g an isa t io n s w ou ld  no t  
r equ ire .  Bu t  sin ce  m in ist e r s can n o t  d e l iv e r  p o lic ies on  t h e ir  ow n ,  and ,  in  f act ,  
sp en d  long  h ou rs w o r r y in g  ab o u t  com p le t e ly  d if f e r en t  m a t t er s ( su ch  as e lect io n s) ,  
t h e  p o licy  lead ersh ip  ro le  f o r  civ il se r van t s n o t  o n ly  ex ist s,  b u t  is a c le a r  r o le  ( see 
Ch ap t e r  6) .
Cla r e  ra ised  t h e  st ak es b y  m ov ing  f r om  m o t iva t in g  st a f f  t o  in sp ir in g  t h em .
" Leadersh ip . . .e rm . . . in  t h e  Civ il Se rv ice  con t ex t . . .e rm . . . .g g r r r r r  ha ha ha.
Help !  Ha ha ha. Er  I  t h in k  leadersh ip  is ab o u t  . .. it 's a b o u t  in sp ir in g  p eop le  
r ea lly  -  on  a day  t o  d ay  basis.  I  su p p ose  lead e rsh ip  st r ic t ly  w o u ld n 't  in vo lv e  
do in g  it  eve ry  d ay  b u t  in t h e  Civ il Se rv ice  it  d e f in it e ly  d oes,  so  in sp ir in g  
peop le ,  set t in g  t h e  d irect io n ,  k eep in g  m o ra le  ra ised ,  y ou  kn ow  keep in g  t h a t  
in sp ir a t io n  t h e r e  even  w h en  t h in g s a re  g o in g  b ad ly  w r o n g . "
A  sim ila r  p e rsp ect iv e  on  m o t iva t ion  is p ro v id ed  by  Rosa lie  w h o ,  d ev e lo p in g  h e r  
j o u r n e y  an a lo g y  ( you  rem em be r  her  r o u t e  m ap?) ,  said
" . . .  a g ood  lead er  sh ou ld  be a t  t h e  f r o n t  sh ow in g  t h e  w ay  and  som e t im es 
ru sh in g  t o  t h e back  t o  m ake su re  t h a t  all t h e  st r ag g le r s a re  cau g h t  u p . "
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And  o t h e rs ech oed  t h e  po in t .  Mar t in  f o r  ex am p le  said :
" I  t h in k  w h a t  y ou 'r e  t r y in g  t o  d o  as a lead e r  is t o  e x e r c ise  t h a t  personal 
p ow er  t o  in sp ir e  peop le,  y ou  know ,  t r ead  t h e  path  t h a t  y ou  w an t  t o  and  
t h a t 's  . . . . t h at  is d if f e ren t  I  t h in k  f r om  ... s im p ly  in st r u c t in g  p eop le  t o  do  
som et h in g  b ecau se  I  am  t h e ir  boss and  I 'v e  g o t  t h a t  p osit io n  p ow e r . "
Bu t  t h is is f in e  in t eam  o f  8 -10  peop le  o r  D iv ison s o f  2 0 -30 ,  b u t  w h a t  ab o u t  on  a
la rg er  sca le? As Cla re  p u t  it
" . . .  w it h  250  peop le  you  cou ld n ' t  h ave a d ay  t o  d ay  re la t io n sh ip  w it h  e v e r y  
sin g le  o n e  o f  t h em  -  y ou  j u s t  cou ld n ' t  do  t h a t  cou ld  y ou  -  y ou  w ou ld  h ave 
t o  d o  t h e  royal so r t  o f  v is it s and  so  on . T h e r e  a re  t h in g s y ou  can  d o  t h a t  
sh ow  y o u 'r e  op en  a r en 't  t h ere,  I  m ean  it 's t h e  w ay  y ou  resp ond  w h en  
p eop le  w an t  t o  see  you  b u t  t h en  aga in  I  h av en 't  a c t u a lly  t r ied  t h is w it h  
[ f o rm er  D irect o r  Genera l]  bu t  m y  f ee lin g  w ou ld  be t h a t  i f  I  r ang  t h em  and  
said  t h a t  I  r ea lly  w an t  t o  com e and  h ave a ch a t  w it h  y ou ,  I  co u ld . "
W h en  it  com es t o  t h e  Perm an en t  Secr e t a r y  w it h  seve ra l t h o u san d  st a f f ,  Lyd ia
recogn ised  t h a t  t h e  leadersh ip  sig n a ls cou n t ed  f o r  a lot :
" . . .  it 's ab o u t  h ow  v is ib le  he m akes h im se lf  and  it 's a b o u t  h ow  w e ll he 
com m u n ica t es w it h  us as a m an agem en t  t eam  and  w it h  t h e  D ep a r tm en t  as 
a w ho le .  I t 's ab o u t  how ,  I 'm  st il l t a lk in g  ab o u t  'h o w ' b u t  w h a t  h e  is d o in g ,  
w h a t  he is d o in g  in  t e rm s o f ,  I  t h in k  it  is p r im ar ily ,  it 's t h e  p re sen ce  he 
b r in g s t o  t h e  o r g an isa t io n ,  t h e  com m u n ica t io n s,  t h e  leve l o f  v is ib i l it y  he has,  
t h e  leve l o f  en t h u siasm  t oo  t o  som e ex t en t  an d  ce r t a in ly  on  a f a ce - t o - f a ce ,  
d ay - t o -d ay  basis,  a lo t  o f  it  is ab o u t  t h e  e x t en t  t o  w h ich  he is en t h u siast ic  o r  
ap p ears t o  be bo red  by  issues t h a t  sen ds o u t  q u it e  a lo t  o f  sig n a ls ab o u t  h is 
lead ersh ip  st y le  and  w h a t  he w an t s t o  see h ap pen  w h en  in t h e  
o rg an isa t io n . "
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Mar k  d eve lop ed  t h e  p o in t  in  an  in t e rest in g  w ay ,  b r in g in g  in t o  t h e  d iscu ssion ,  again ,  
t h e  n o t ion  t h a t  lead ersh ip  in t im es o f  cr isis is n o t  t h e  sam e as lead er sh ip  in  t im es 
o f  ca lm  ( see  Ko t t e r  1990) :
" Erm . . . . I  w as t a lk in g  t o  som e peop le  on  a co u r se  a b o u t  t h is  r ecen t ly  act u a lly  
and  I  w as say in g  t h a t  I  su p p ose  lead ersh ip  is r a t h e r  v is ib le  isn 't  it  w h en  a 
t im e  o f  ch ao t ic  m assive  ch an g e  o r  cr isis,  and  you  ab so lu t e ly  n eed  t o  have 
p eop le  t h en  w h o  can  g r asp  and  g rab  a sit u a t io n  and  g e t  it  u n d er  con t ro l -  
r ed ir ect  it  -  have  t h e  p ow er  in  t h e  p ersona l p resen ce  -  p ow er  t o  d r iv e  
t h in g s t h r o u g h  and  cu t  t h rou g h  t h e  crap ,  and  t o  so r t  s t u f f  o u t ,  b u t  I  t h in k  I  
w as say in g  t o  t h em  t h a t  I  t h in k  t h a t 's o n ly  ... o n e  a sp ec t  o f  lead e rsh ip  and  
t h e r e 's an o t h e r  sid e  o f  leadersh ip  w h ich  is t h e  so r t  o f  q u ie t ly  ch ise llin g  aw ay  
w it h  p eop le  eve ry  d ay  h e lp in g  j u s t  t o . . . . it 's t h e  co ach in g  b it  r ea lly  w h ich  is 
h e lp in g  p eop le  n o t  t o  go  o f f sid e  o r  g e t  f ed  up  w h en  t h e y  can ' t  q u it e  see  
w h e re  it 's g o in g  o r  t o  j u s t  g iv e  t h em  a n udge a b it  in  a s lig h t ly  d if f e ren t  
d ir ect io n  so  t h a t  t h ey  keep  on  t r a ck "
So  lead ersh ip  as a p ract ica l con cern  is m u lt id im en sion a l an d  ch an g es f r om  t im e  t o  
t im e ,  f r om  ch an ge  o r  cr isis,  t o  ev e ryd ay  coach in g .
W h a t  ch a ract e r is t ics a re  n eeded  in a m o t iv at io na l lead e r  w h o  m ay  h av e  t o  in sp ir e  
st a f f ? Lu cy  su g gest ed  t h a t  p a r t  o f  it  cou ld  be innate:
" I  ac t u a lly  t h in k  t h a t  t h e re  are som e  p eop le  w h o  are b e t t e r  lead e rs t h an  
o t h e rs f r om  t h e  st a r t ,  t h e y  h ave w h a t ev e r  t h o se  n at u ra l ab ili t ies a r e  and  
t h ey  a re  t h e  on es t h a t  a re m ore lik e ly  t o  su cceed  ..."
b u t  t h a t  d id n 't  ex clu d e  o t h e rs f r om  su ccess as leaders
" . . .  I  t h in k  o t h e rs can  learn  t o  em u la t e  t h em  in t h e  r ig h t  c o n t e x t ... . "
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Lu cy  w as q u ick  t o  d ism iss t h e  idea t h a t  be ing  a leader  w as a m a t t e r  o f  t ick in g  t h e 
r ig h t  b o xes in a f o rm a l list ,  and  f o r  h e r  m o t iva t ion a l sk il ls w e re  key ,  b u t  n o t  t h e  
on ly  ch aract e r ist ic ,
" . . .  a lead e r  is som eon e  w h o  leads and  t h e re fo re  p eop le  w ill h ave  t o  w ish  t o  
f o l lo w  and  so  t o  m e m o t iva t io n  is ab so lu t e ly  cr it ica l. . .  o t h e r s w ill sh ow  
con f id en ce  by  hav ing  t h e  p ow er  o f  t h e ir  co n v ic t io n s in t e rm s o f  d ea lin g  w it h  
o t h e r s ... T h e r e  are peop le  w h o  n a t u ra lly  m o t iv a t e  o t h e rs sim p ly  b y  t h e  
ch ar ism a t h a t  t h e y 'v e  g o t  and  t h e re  a re  o t h e r s o f  u s w h o  j u s t  h ave t o  learn  
w h a t  o t h e r  t h in g s w o rk . "
How  t h en  is t h is m o t iv at io na l e f f e ct  t o  be ca r r ied  f o rw ard ? W ou ld  t h e  v isio n  be 
st r on g  en ou gh  t o  m o t iv a t e  st a f f  if  t h e  lead er  w as m issing  o r  is t h e  lead e r 's r o le a 
cr it ica l f o u n da t io n  w h ich  needs n ever -en d in g  a t t en t io n ? An d rew  b e lieved  a v isio n  
w ou ld  m o t iv a t e  b u t  it  w ou ld  need  ef fo r t :
" ... o n e  [ w ay ]  is by  in sist in g  on  [ t he v isio n 's]  im po r t an ce  I  t h in k  -  it 's 
su r p r is in g ly  easy  in  an  o rg an isa t io n  like t h is t o  f o cu s on  d a ily  o p e r a t io n s and  
lose t h e  sen se  o f  pu rpose,  so  m ak in g  it  m y  p e rson a l b u sin ess t o  en su r e  t h a t  
w e  d o n 't  lo se t h a t  sen se  o f  im po r t an ce,  in  com m on  u n de rst an d in g ,  o f  w h a t  
w e  a re  all t r y in g  t o  do  [ is im p o r t a n t ] ... t h e  p ro cess is b r in g in g  t o g e t h e r  a 
co llec t iv e  u n d erst and in g  o f  p u rp ose  and  t h a t  n eed s t o  be co n st an t ly  
r e f r esh ed ,  b u t  a t  least  f o r  som e u n de f in ed  pe r iod  so  long  as p eop le  h ave  
had  p ro p er  en g agem en t  w it h  . . . [ t he]  v isio n  ... t h en  it  can  ca r r y  on  f o r  a 
pe r iod  rem a in in g  va lid  as a so r t  o f  lod e st a r  w h ich  g u id es p eo p le 's ac t io n s,  
so  you  sh ou ld  be ab le t o  t ake  an y  lead e r  o u t  o f  t h e  o r g an isa t io n  f o r  a w h i le  
and  i f  t h e  v isio n  is st ro n g  en ou gh  and  i f  it  is su f f ic ie n t ly  b ro ad ly  ow n ed  it  
w o u ld n 't  m a t t e r . "
T h is cou ld  be a t e st  o f  a v is io n 's v a lid it y ,  r o b u st n ess and  ow n er sh ip ;  b y  see in g  
w h e t h e r  t h e  v is io n  op era t es w it h o u t  a lead er  ( o r  t h e  m ost  sen io r  lead e r )  a c t iv e ly  
p rom o t in g  it , o n e  cou ld  j u d g e  it s e f f ect iv en ess.  Bu t  p erh ap s it  is n o t  a t e s t  an
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o rg an isa t io n  w ou ld  be h ap p y  t o  t r y  sin ce  t h e  co st  o f  f a ilu r e  cou ld  be h igh .  Bu t  is a 
v isio n  w o r t h w h ile  i f  it  f a iled  t h is  t est ?
Som e,  in  p a r t icu la r  Pau l,  m ade  a p o in t  o f  t a lk in g  ab o u t  t h e  im po r t an ce  o f  
m o t iv at in g  p eop le  ou t sid e  t h e  Depar tm en t
" I  t h in k  t h e  o t h e r  a sp ec t  t o  m e o f  lead ersh ip  is t h e  p u b lic f acin g  ro le in 
w h ich  on e  is seek in g  t o  est ab lish  e f f e ct iv e  n etw o rk s w it h  k ey  st ak eh o ld e rs 
ou t s id e  im m ed ia t e  Gove rnm en t  c ir cles,  bo t h  t o  u n d erst an d  t h e ir  key  
p r io r it ies,  k ey  issu es and  con cern s and  t o  lo o k  t o  ach ie v e  a, if  y ou  like, a 
sit u a t io n  w h e re  Gov e rnm en t  p o licy  can  be im p lem en t ed  t o  m u tual b en e f it  so  
t h a t  w e  can  ach ieve  t h e  Governm en t 's g o a ls b u t  in  d o in g  so  w e  ach ieve  t h e  
bu y  in  o f  k ey  st ak eh o ld e rs b ecau se  w e  he lp  t h em  in ach iev in g  t h e ir  g o a ls. "
T h a t  r eq u ires d if f e r en t  sk ills;  as Mar t in  p u t  it :
" . . .  b u t  t h a t  is act u a lly  q u it e  d if f icu lt  w hen  y ou 'v e  g o t  t o  w o r k  w it h  ex t e rn a l 
o rg an isa t io n s w h en  you  d on 't  have  an y  p osit io n  p ow e r  -  y o u 'v e  act u a lly  g o t  
t o  p ersu ade  t h em  ... y ou  know ,  f o r  p eop le  w h o  a re  n o t  p a r t  o f  m y  t eam ,  o r  
n o t  p erhaps even  par t  o f  t h is Depar tm en t .  You  know ,  w e  w o r k  q u it e  c lo se ly  
w it h  peop le  in t h e  LSC and  f r om  t h e  DTI  and  DW P1 an d  t h e y  n eed  I  t h in k  t o  
h ave  a p re t t y  g ood  u n derst an d in g  o f  t h e  g en e ra l d ir e ct io n  t h a t  w e  w an t  t o  
t ake  and  w h y  w e  w an t  t o  t a ke  it  -  it  com es b ack  t o  t h e  ' la d e r '  idea d o esn 't  it  
ab o u t  sh ow in g  peop le  t h e  path  and  lead in g  t h em  t ow ar d s t h e  k ind  o f  
p e r f o rm an ce  t h a t  w e  a re  t r y in g  t o  ach ie ve  an d  t h e  p o l icy  o b j e ct iv es t h a t  w e . 
a re  w o rk in g  t o . "
How  d oes t h is w o r k  in a st ru ct u red  b u r eau cr acy  su ch  as t h e  c iv il se r v ice? Pa r t  o f  
t h e  ch a llen g e  is t o  m ax im ise  t h e  e f f e ct iv en ess o f  t h e  re so u rces ava ilab le .  I n  an y  
o r g an isa t io n  o n e  d o esn 't  have a com p le t e ly  f r ee  hand  w it h  se lect in g  st af f .  Usu a lly
1 L S C is the Lea rn in g and Skills  Cou n cil, D TI  is the Depar tm en t o f Trad e and In dustry and  D W P  is  the 
Depar tm en t for  W or k and Pen sion s
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on e  in h e r it s s t a f f  and  t h e  ro le o f  t h e  lead er  is t o  m ax im ise  t h e  b en e f it  t o  be 
ob t a in ed .  As Jam es p u t  it :
" w e  d o n 't  have , and  t h a t  is o n e  o f  t h e  con st r a in t s in  t h e  Civ il Se rv ice ,  t he 
ab il it y  t o  p ick  in  q u it e  t h e  sam e w ay ,  o u r  p eop le  an d  say  I  w an t  y ou  and  I  
w an t  you  t o  d o  t h a t  and  I  w an t  y ou  t o  t ha t .  W e  have  t o  som e  d eg ree  t ake  
w h a t 's  g iv en  and  t h a t 's a co n st r a in t  on  e f f e ct iv en ess. "
Bu t  if  t h e  op p o r t u n it y  a r ises t o  ch oose  st a f f  t hen :
" . . .  y o u 'v e  g o t  t o  h ave t h e  ab i li t y  t o  p ick  t h e  r ig h t  p eop le  t o  w o r k  f o r  y ou  
and  t o  g iv e  t h em  t h e  au t h o r it y  and  t h e  resp o n sib il i t y  t o  g e t  o n  w it h  i t "
I an  w as keen  t o  su g g est  t h a t  t h e  st r u ct u r e  w as f le x ib le  en ou gh  t o  a llow  a leader  t o  
u se resou rces e f f ect ive ly :
" w e  d o n ' t  n ecessa r ily  w an t  t h is  so r t  o f  p y ram id  cen t ra lised  st r u ct u r e  in  
t e rm s o f  h ow  w e  d e liv e r  t h in g s;  [ such  as]  f o rm a l t eam s ... [ t h e r e  is an ]  
exp ect a t io n  ... [ o f ]  m uch  m o re  f lu id it y  in an  o r g an isa t io n  st r u ct u r e  w h ich  
ag ain  g iv es peop le  w it h . . . t h e re 's m o re  scop e  f o r  y ou  as a lead e r  t o  u se 
d if f e r en t  p eop le 's sk il ls a t  d if f e r en t  t im es in' o rd e r  t o  ach ie ve  y o u r  v is io n  in  
n o t  su ch  a t r ad it io n a l so r t  o f  t eam  st ru ct u red  w ay . "
He su g g est ed  t h is  ch an g e  has been  boosted  by  an  in f lu x  o f  n on - civ il se r van t s:
" w e 'v e  b rou g h t  in  a lo t  o f  ex t e rn a l p eop le  you  know ,  non  Civ il Se r v a n t s , ... 
w h o  a ren 't  so  f u ssed  ab o u t  y ou  kn ow  fo llow in g  Civ il Se r v ice  t r ad it io n s ... 
t h e re 's ce r t a in ly  m ore accep t an ce  t h a t  p eop le  sh ou ld  be g iv en  m o re  sp ace  
t o  op e ra t e  in a w ay  t h a t  t h e y  d o . "
T h is h as led ,  he said ,  t o  a sig n if ican t  ch an g e  in t h e  Depa r tm en t 's cu lt u re :
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" I  t h in k  t h e r e 's m uch  m ore accep t an ce  t h a t  p eop le  can  you  kn ow  o rg an ise  
t h em se lves in  d if f e ren t  w ays and  m ove  u s. . . r ecen t  m oves an d  t o  so r t  o f  
m a t r ix  m an agem en t  and  p ro j ect  m an agem en t  and  sym p t om s o f  t h a t . "
An d  Jam es g ave  m e a p ract ica l exam p le  o f  w h e re  t h a t  f le x ib il it y  w ou ld  m ake a real 
d if f e ren ce :
" I  t h in k  you  w ou ld  t r y  and  ad ap t  y o u r  ow n  st y le  t o  d if f e r in g  c ir cum st an ces 
yes -  b u t  k n ow ing  t h a t  I 'm  no t  p e rso n a lly  p a r t icu la r ly  g ood  a t  som e t y p es o f  
t a sk s it  w ou ld  be m o re im po r t an t  t o  g a t h e r  round  t h e  r ig h t  p eop le  w h o 've  
g o t  t h a t  ex p e r t ise  w h o  cou ld  help  y o u . "
How ever ,  Lu cy  loo ked  a t  it  f r om  t h e  p o in t  o f  v iew  o f  t h e  f o l lo w e r  an d  f o r  h e r  t h e  
st r u ct u r e  loo ked  p re t t y  f o rm a lised :
" I  t h in k  it  is ab o u t  t h e  con f id en ce  o t h e rs have in t h em  and  t h is is p a r t  o f  t h e  
h ie rar ch y .  I f  y ou  see som eb od y  t h a t  t h e  h ie r a r ch y  v a lu e s y ou  w ill p ro b ab ly  
f o l lo w  t h em  b ecau se  you  t h in k  t h a t 's w h a t  t h e  o rg an isa t io n  w an t s so  I  t h in k  
t h e r e  is som et h in g  in  t h a t  -  t h a t  i f  y ou  have  a p a r t icu la r  in d iv id u a l w h o  is 
a lw ays be ing  ca lled  t o  sen io r  level m eet in g s t o  g iv e  t h e ir  p o in t  o f  v iew  o r  
M in ist e r 's ask in g  t h e ir  v iew s t h en  you  p rob ab ly  a re  g o in g  t o  f o llo w  t h em  
b ecau se  you  assum e  t h a t  o t h e rs t h in k  t h a t  t h e y  a re  g o o d . "
T h is d eve lop ed  in t o  a m o re d et a iled  d iscu ssion  ab o u t  h ow  fo l lo w e r s reco g n ise  w h o  
t o  f o llow ,  and  t h u s h ow  fo llow ers co n f e r  a f o rm  o f  lead er sh ip  st a t u s on  t h o se  w it h  
ap p a ren t  pow er .
" T h is  is con fe r red  p ow er  I  t h in k  t h a t  I  am  d escr ib in g .  T h e  p ow er  is 
som ew h e re  e lse  b u t  t h e  - 1 am  t a lk in g  t o  y ou  m uch  in t h e  ab st r a c t  - 1 w o n 't  
g iv e  n am es but .. ..  I f  y ou  have a Grad e  3 t h a t  t r u st s a Grad e  5  t o  d o  
som et h in g  and  t h a t  Grad e 5 is a lw ays be in g  ask ed  t o  g o  w it h  a Grad e  3 t o  
m ee t in g s -  t h e  p ow er  is b e ing  conver t ed  t o  t h e  Grad e  5 b u t  t h e  p eop le  
sit t in g  b eh in d  it  w ill see  t h e  Grade  5 as be ing  ask ed  t o  go  t o  t h e  m ee t in g s 
so  you  assum e t h a t  t h e r e  is som et h in g  in  t h e  w ay  in w h ich  t h e y  a re  w o rk in g
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w h ich  is r ig h t ... as an  in d iv id ua l I  w ou ld  p rob ab ly  be m o re  a t t r act ed  t o  go  
and  w o r k  f o r  som eb od y  like t h a t  b ecau se,  I  t h in k  y o u 'r e  r ig h t ,  t h a t  t h e  
p ow er  is t h e r e  bu t  it  is co n fe r red  pow er , it  is n o t  t h e  ab so lu t e  p ow er  
b ecau se  t h e  ab so lu t e  p ow er  in  t h a t  in st an ce  w ou ld  be w it h  t h e  Grad e  3 . "
M accab y  ( 2 004 )  p o in t s o u t  t h a t  f o llow er s a re  n ecessa ry  t o  lead e rs ( can  you  be a 
lead e r  w it h o u t  f o l low er s?)  and  t h a t  t h e  m o t iva t io n  o f  f o l lo w e r s is t h e r e fo r e  
im po r t an t .  I s Lu cy  h ere m o t iva t ed  b y  w h a t  Maccab y  d escr ib es as ra t io na l 
m o t iv a t io n , " . . .  m oney ,  st at u s,  p o w e r ..."  o r  a re  m o re  su b t le  issu es a t  p lay ,  
ir r a t ion a l f a c t o r s " . . .  m o t iv a t io n s a r ise  f rom  p ow er fu l im ages an d  em o t io n s in ou r  
u n con sc iou s t h a t  w e  p ro j ect  o n t o  o u r  r e la t io n s w it h  leaders
I f  M accab y  is r ig h t  t h a t  t h is ' ir r a t io n a l'  t r an sfe ren ce ,  i f  p o sit iv e ,  w ill m ake  us " . . .  see  
t h e ir  lead e r  a s b et t e r  t h an  [ t h ey  rea lly  are]  -  sm ar t e r ,  n ice  and  m o re  ch ar ism at ic 
. . ."  t h is cou ld  t h en  lead  t o  t h e  em erg en ce  o f  m y t h s ab ou t  t h e  lead e r  w h ich  have no 
basis in  r ea lit y ,  and  t h e  leaders t h em se lves be ing  se r io u sly  m isled  a b o u t  t h e ir ,  t o  
t a ke  an  ex am p le  o f  esp ecia l im po r t an ce  t o  t h e  civ il se r v ice ,  t h e ir  ab il i t y  t o  m anage 
r isk .  M accab y  su g gest s t h e  ch a llen g e  in t h is is esp ecia l ly  u r g en t  g iv en  t h e  p ressin g  
n eed  f o r  in creasin g  d iv e rsit y  and  t h e re fo re  a " .. .  m ove aw ay  f r om  st e reo t y p in g  and  
rea lly  u n d erst an d in g  d if f e ren ces in  p e r son a lit y  and  w ay s o f  t h in k in g  an d  lea rn in g "  
is im po r t an t  (M accab y  2004) .
Perh ap s Ket s de  V r ie s'  ( 1 990 )  'sag e - fo o l'  w h o  crea t es " . . .  a co u n t e r  v a ilin g  p ow er  
ag a in st  t h e  reg ressive  f o r ce s in h e r en t  in lead ersh ip  . . . "  is an  im po r t an t  
con sid e ra t io n .  T h e  f o o l has t h e  ab i li t y  t o  p lay  t h e  ro le o f " . . .  m ed ia t o r  b e tw een  
lead e rs and  f o llow ers,  [ b r in g in g ]  t o  t h e  su r f ace  ce r t a in  con f lic t io n a l t h em es and  
t h e r eb y  a llow s bo t h  p ar t ies t o  deal w it h  t h e  issu es a t  h an d . "  I t  is n o t  e asy  t o  see  
h ow  t h e  civ il se r v ice  cou ld  ap p o in t  'sag e - fo o ls ' b u t  p e rh ap s i t  is a sk il l r eq u ired  in 
an  e f f ect iv e  leader .
Rosa lie  p icked  up t h is t h em e and  said
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" . . .  lead e rs need  m aver ick s.  W e need  t hat ,  w e  n eed  ch a l len g es,  w e  need
peop le  t o  y ou  know ,  i f  y ou  a r e  com in g  up  w it h  a v isio n  y ou  n eed
som ebo d y  t o  com e a long  and  say  h ang  on  a m in u t e  w h a t  ab o u t  t h is  ... I  
t h in k  h av in g  [ m aver ick s]  as lead ers is r ea lly  t r ick y  b ecau se  a m ave r ick  by  
n a t u re  is g o in g  t o  j um p  ab o u t  and  t h a t 's v e r y  hard  i f  y o u 'r e  t r y in g  t o  
f o llo w in g  som ebod y  do in g  t h a t  I  t h in k .  Peop le  f o llo w in g  n eed  a sen se  o f  
c la r it y  and  a sen se  o f  k n ow ing  w h er e  t h ey 'r e  g o in g  ... lead e rs n eed  
m ave r ick s b u t  I  d o n ' t  t h in k  w e  need  m ave r ick  lead e rs. "
Rosa lie  is d ist in g u ish in g  t h e  ro les o f  lead er  and  m ave r ick  w h ich  is aw kw ard  in 
p ract ica l t e rm s if  w e  a re  a lso  say in g  t h a t  ev e r yon e  is a leader .  Bu t  in  h e r  
p rescr ip t io n  t h e  m ave r ick  w it h o u t  leadersh ip  resp on sib il i t ie s d o es have room  t o  
ch a llen g e .  I s su ch  a ro le on e  o f  Jo h n so n 's ( 2 000 )  " r eb e ls  w it h o u t  a cau se "  cast  in 
t h e  p ostm odern  m ou ld  o r  is it  an  a lt o g e t h e r  m o re  se r io u s f u n ct io n  d esig n ed  t o  do  
m o re  t h an  m ere ly  u n set t le?
Lucy:  " I  d o n ' t  t h in k  t h a t  y ou  h ave t o  be liked  t o  be a leader .  I  t h in k
t h e r e  a re  ex am p les o f  leaders w it h in  t h is o rg an isa t io n  w h o  a re  p eop le  w h o ,  
as in d iv id u a ls and  t h e ir  st y le  o f  w o rk in g  m ay  n o t  be lik ed ,  b u t  p eop le  
f o l lo w ."
Con clu sio n s
All t h e  in t e r v iew ees t h o u g h t  t h a t  lead ersh ip  had  clea r  d e f in in g  ch a rac t e r is t ics 
( v isio n  et c. ) .  T h e  lan g u age  w as b road  and  sw eep in g  b u t  p eop le  r esist ed  t h e  
n o t ion  t h a t  ' le ad e r sh ip ' w as clea r ly  t h is t h in g  an d  n o t  t h a t  t h in g  as i f  t h e r e  w e re  
com pe t in g  d e f in it io n s f r om  w h ich  t h ey  had  t o  choose.  T h e r e  w as no  ap p e t it e  f o r  a 
b o x  o f  r u les one  cou ld  pu ll d ow n  f rom  o f f  t h e  sh elf .  W h y  w as t h is? I s i t  b ecau se  
t h e y  f e lt  com fo r t ab le  w it h  a ra t he r  v ag u e  b u t  b ro ad ly  u n d erst ood  v iew  o f  
lead ersh ip ,  o r  t h a t  no b ox  o f  ru les has ev e r  been  o f f e red  t o  t h em ? Lu cy  ce r t a in ly  
d id n 't  l ike t h e  idea o f  a t ic k  box  app roach  t o  lead e rsh ip  as a sk ill.  Bu t  t h e  idea  o f  
lead e rsh ip  ap p ears t o  be w e ll em bedded  in t h e  D epa r tm en t 's cu lt u re .
110
I n d eed  i f  t h e r e  w as no  p re -ex ist in g  u n derst an d in g  o f  t h e  m ean in g  o f  t h e  t erm ,  
h ow  cou ld  t h is r esearch  have m ade p rog ress? No -on e asked  m e w h a t  I  m ean t  by 
' le a d e r sh ip 7 p erh ap s b ecau se  it  d id n 't  o ccu r  t o  t h em  t o  do  so .  So  is t h e r e  a lr ead y  a 
sh ared  m ean ing ;  a b en chm ar k  ag a in st  w h ich  ev e ry o n e  w ou ld  ag r ee  h ow  
lead e rsh ip  as a p ract ica l con cern ,  st an d s up? As w e  have  seen ,  t h e re  a re  an y  
n um be r  o f  w ay s o f  d e f in in g  t h e  t e rm ,  a lt h ou gh  t h ey  a re  n o t  a ll m u t u a l ly  exclu siv e .  
So  have  w e  a Hum p t y  D um p t y  issue?
'W hen  I  u se a w o r d /  Hum p t y  Dum p t y  sa id  in  r a t h e r  a sco rn fu l t o n e ,  ' i t  
m ean s j u s t  w h a t  I  ch oo se  it  t o  m ean  - n e it h e r  m o re  n o r  le ss /
'T h e  q u est io n  i s /  sa id  A lice ,  'w h e t h e r  y ou  can  m ake  w o rd s m ean  d if f e r en t  
t h in g s /
'T h e  q u est io n  i s /  sa id  Hum p t y  Dum p ty ,  'w h ich  is t o  be m ast e r  -  t h a t 's  a ll . '  
( Caro l 1993 : 75 )
I t  seem s on  t h is ev id en ce  t h a t  p eop le do  h ave  an  in t e rn a lised  u n d er st an d in g  t h a t  
can  be ap p lied  in  d ay - t o -d ay  sit u a t io n s,  and  w h ich  is su f f ic ie n t ly  sh ared  t o  p e rm it  
t h is  m ean in g  t o  be com m on  in  t h e  o rg an isa t io n .  Hum p t y  D um p t y 's ca v a lie r  
ap p roach  is f in e  in  Look in g  Glass land  b u t  n o t  m uch  u se in  p ract ica l sit u a t io n s.  As 
Be lsey  ( 2 002 : 2 )  p u t s it  "m ean in g  is n o t  a t  o u r  d isp osa l o r  w e  cou ld  n ev e r  
com m un ica t e  w it h  o t h e r s. "
So  w h a t  w as t h is v iew  o f  leadersh ip  m ade  up o f? T h e  tw in  ideas o f  g iv in g  
d ir ect io n  and  liv ing  v a lu es w ere w id e ly  sh ared  and  w e re  t h en  d e f in ed  in  t e rm s o f  
'v is io n '  and  'm o t iv a t io n '.  T h er e  w as no  co n sen su s t h a t  lead e rsh ip  in  t h e  civ il 
se r v ice  w as m arked ly  d if f e r en t  t o  leadersh ip  an yw h e re  e lse  ( e x cep t  f o r  t h e  
M in ist e r ia l an g le  co ve red  in Ch ap t e r  6 ) ,  b u t  t h e  n o t ion  t h a t  lead e rsh ip  w as
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com m on ly  recogn ised  in  cr isis sit u a t io n s led  t o  a d eb a t e  a b o u t  w h e t h e r  lead ersh ip  
w as sh ow n  on ly  in  cr isis.
T h e r e  w as a co n sen su s t h a t  lead ersh ip  cou ld  be d isp lay ed  b y  all g r ad es and  w as 
n o t  r est r ict ed  t o  t h e  u pp er  eche lons:  b u t  no  c lea r  v iew  as t o  w h e t h e r  t h e  lack  o f  
c le a r  d ist in ct io n  b etw een  lead ersh ip  and  m an agersh ip  w as rea l,  o r  an  issue.  Th is 
m ay  be an  a rea w h e re  t h e  lit e ra t u re  cou ld  help  t h e  civ il se r v ice  ex p lo r e  t h e  issues,  
a lt h o u g h  it  d o esn 't  seem  t o  be p ressing .
Visio n  w as ab ou t  b r in g in g  id eas f r om  severa l so u r ces in t o  a coh e ren t ,  and  
co lle ct iv e ly  ow n ed ,  p ict u re  t h a t  w ou ld  en g age  t h e  st a f f  and  d e l iv e r  r e su lt s t h a t  
cou ld  be m on it o red ,  f o r  ex am p le  t h r ou g h  m an agem en t  in f o rm at io n .  I t  w as a 
com p le t e  cy cle  f r om  idea t o  ou t com es.
Mo t iv a t in g  o t h e r s w as a lso  ab ou t  d e liv e ry ,  b u t  it  is ach ieved  b y  r ecog n isin g  t h e  
in d iv id u a lit y  o f  t h e  st a f f  w o rk in g  on  t h e  v isio n .  W h e t h e r  a ll h ad  t h e  n ecessa ry  
sk il ls seem ed  u n cer t a in ,  and  t h e  idea o f  t e st in g  t h e  v is io n 's  r o b u st n ess by  
rem ov in g  t h e  leader  t o  see  if  m o t iva t io n  held  up ,  m ay  be g o in g  t o o  f ar .  Bu t  t h a t  
r em a in s a con cep t u al ch eck  t h a t  m ig h t  be ap p lied .  T h e re  w as a lso  q u it e  a lo t  
ab o u t  h ow  w o rk in g  p ract ices cou ld  be im p ro ved  in o r d e r  t o  m ake  m o t iv a t io n  m ove 
cer t a in :  eg  b y  w o rk in g  f lex ib ly .  An d  a p a r t icu la r  f a v ou r it e  o f  m ine ,  b ecau se  o f  t h e  
p ostm odern  co n n o t a t io n s,  is t h e  need  t o  ch a llen g e  leaders.  Cou ld  w e  rea lly  inst all 
a Ket s d e  V r ie s ( 1 990 )  " sag e- f oo l" ?
W e w ill see  in Ch ap t e r  7 h ow  t h is com es t o g e t h e r  w it h  t h e  co n c lu sio n s f r om  t h e  
n ex t  t w o  ch ap t e rs.
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CH APTER  5
LEAD ER SH I P  AN D  TR A I N I N G  
I n t r o d u ct io n
As t h e  g o v e r nm en t  d ep a r tm en t  w it h  t h e  resp o n sib il i t y  f o r  ed u ca t io n  and  sk il ls,  t h e  
D epa r tm en t  t akes p a r t icu la r  in t e r est  in t r a in in g  bo t h  f o r  it s ow n  s t a f f  and  f o r  
p rom o t in g  t r a in in g  am on g st  o t h e r  em p lo ye rs.  Ach iev in g  and  re t a in in g  I n v est o r s in 
Peop le  ( I iP)  st a t u s,  w h ich  t h e  Depa r tm en t  d id  in  2005 ,  is o f  e n o rm ou s im po r t an ce.  
Th e r e  a re  cen t r a lly  he ld  b u d ge t s and  loca lly  he ld  b u d ge t s f o r  in d iv id u a l an d  g rou p  
t r a in in g ;  in d iv id u a l m em bers o f  s t a f f  can  access t r a in in g  u sin g  e it h e r  t h e  
Depa r tm en t 's ow n  Learn in g  Acad em y  o r  ex t e rna l t r a in in g  p r o v id e rs.  Sen io r  
m an agers d em and  q u ar t e r ly  d a t a  on  v o lum es and  b en e f it s o f  s t a f f  t r a in in g .  T h ese  
p r o cesses su p po r t  a st ro ng  cu lt u re  in  f a v o u r  o f  t r a in in g ,  b u t  t em p e red  b y  an  
eq u a lly  st ro n g  d em and  f o r  v a lu e  f o r  m on ey  and  t h e  r e levan ce  o f  t r a in in g  t o  t h e  j o b  
( b u t  su p p o r t  f o r  t r a in in g  lin ked  m a in ly  t o  p ersona l d e v e lo pm en t  is a lso  en cou rag ed  
i f  t h e  d ev e lo pm en t  is in clu ded  in t h e  learn e r 's an n ua l p e r f o rm an ce  ap p ra isa l) .  No t  
su rp r isin g ly ,  g iven  t h e  W h it eh a ll-w id e  em ph asis on  lead ersh ip  in  t h e  p u b lic se rv ice ,  
' le ad e r sh ip  and  m an agem en t  t r a in in g ' is o n e  o f  t h e  a reas w h e r e  t r a in in g  is 
en cou raged .  Co - in cid en t a lly ,  as research  f o r  t h is t h esis st a r t ed ,  so  t h e  D ep a r tm en t  
em barked  on  a f o rm a l Man agem en t  and  Leadersh ip  Pr o g r am m e  (M LP)  f o r  sen io r  
g rades.  Tak in g  p a r t  in t h is p rog ram m e b ecam e m an d a t o r y  so on  a f t e r  m y  
in t e r v iew s st ar t ed ,  b u t  m ost  o f  t h e  in t e r v iew ees had  a lr ead y  st a r t ed  MLP an d  all 
had  d o n e  som e recen t  t r a in in g  in  lead ersh ip  issues.
T h is  ch ap t e r  seeks t o  est ab lish  w h e t h e r  sen io r  c iv il se r van t s b e l ie v e  lead ersh ip  
t r a in in g  is u se fu l and  w hy .  A f t e r  a b r ie f  d iscu ssion  o f  t h e  t h e o r y  o f  t each in g  
lead ersh ip  t h e  ch ap t e r  d iscu sses research  d at a  ab o u t  t r a in in g  in  g en e ra l an d  t h en
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loo k s in m o re  d et a il a t  t w o  asp ect s,  can  lead ersh ip  be t au g h t ,  and  d oes leadersh ip  
t r a in in g  have a p osit iv e  em o t io n al e f f e ct  on  peop le.
T h is  b u ild s on  t h e  last  chap t e r .  I f  leadersh ip  is a sk ill t h an  p r esum ab ly  it  can  be 
t a u g h t ,  and ,  if  t h e  recip ien t  is n o t  posit ive ,  t h a t  t each in g  w ill fa il.
Ca n  le a d e r sh ip  b e  t a u g h t  -  t h e  t h e o r y
I n st it u t in g  a com b in ed  'Leade r sh ip  and  Man agem en t  Pr o g r am m e ' b egs som e 
q uest io n s.  As w e  h ave  a lr ead y  d iscu ssed ,  t h e r e  is a d eb a t e  ab o u t  w h e t h e r  
lead ersh ip  and  m an agem en t  a re  t h e  sam e t h in g ,  o r  t w o  d if f e r en t  t h in g s t h a t  can  
be t au g h t  t o g e t h e r ;  and ,  i f  t h e y  are d if fe ren t ,  sh o u ld  a p ro g r am m e d ea lin g  w it h  
t h em  be a im ed  a t  t h e  sam e c lie n t  g roup .  Man y  w r it e r s sa y  t h e y  a re  d if f e r en t  ( see 
Ch ap t e r  4 ) ;  Sad le r  ( 2 003 : 171 )  ag rees.  Bu t  he g o es f u r t h e r  and  say s t h a t " ... 
lead ersh ip  sk il ls can n o t  be t augh t . . . " ,  t h a t " . . .  it  is im po r t an t  t o  d ist in g u ish  b etw een  
lead ersh ip  p ro g r am m es and  lead ersh ip  t r a in in g  co u r ses. . . "  ( say in g  t h a t  t h e  f o rm e r  
is t y p ica lly  a se r ie s o f  even t s in clu d in g  m en t o r in g  and  co ach in g  an d  a t t e n d an ce  a t  
a d e v e lo pm en t  cen t re ) ,  and  t h a t " .. .  in  t h e  m a j o r it y  o f  cases ... in v o lv em en t  in 
t h em  is con f in ed  t o  so - ca lled  'h ig h  f l y e r s ' . .."  ( Sad le r  2 003 : 177 -8 ) ;  is h is r e fe ren ce  
t o  'so - ca l le d  h igh  f l ie r s '  an  in d icat ion  o f  scep t ic ism  t ow ard s t h e  k ind  o f  
m an agem en t  Sad le r  b e lieves m akes t h ese  m ist akes.  T o  rub  h is p o in t  h om e,  Sad le r  
ad d s t h a t  " le ad e r sh ip  t r a in in g  p rog r am m es h ave som e  se r io u s f law s ... em p lo ye rs 
m ake  t h e  m ist ake  o f  b e liev in g  t h a t  t r a in in g  p ro g r am m es w ill,  b y  t h em se lv es,  
d eve lop  le ad e rs"  ( Sad le r  2 003 : 179 ) .  An o t h e r  v iew  is t h a t " . . .  lead e rsh ip  
d ev e lo pm en t  p ro g r am m es a re  b ased  on  t each in g  p eop le  sk il ls  an d  kn ow led ge  ..."  
w h e reas a m o re  p rodu ct iv e  lin e is t o  " ... p u t  t h e  em ph asis u pon  act io n  and  learn in g  
. .."  ( Ped le r  e t  al 2004 :  ix) .
An d  sh ou ld  w e  be f o cu ssin g  on  t h e  in d iv id u a l a t  a ll? Ped le r  e t  al say  " . . . lead er sh ip  
is b est  t h o u g h t  o f  n o t  as an  in d iv id u a l act iv it y  based  on  sk ill an d  com pe t en ce ,  bu t  
as a p ract ice  o r  se t  o f  p ract ices,  ca r r ied  o u t  b y  and  b e tw een  p eop le  in  w o r k  
sit u a t io n s"  ( 2 004 : 12 ) .
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I f  it  can  be t au g h t ,  it  w ou ld  seem  t o  be com m on  sen se  t h a t  e f f e c t iv e  lead ersh ip  
t r a in in g  w ou ld  have a p osit iv e  e f f ect iv e  on  t h e  w e llb e in g  o f  so cie t y .  Bu rg oyn e  e t  al 
( 2 004 )  t est ed  t h is p roposit ion  ( in  t h e  sen se  o f  "m an ag em en t  an d  lead e rsh ip "  w h ich  
t h e y  ag g reg a t e  ( 2 004 : 13 ) )  and  fo u n d  it  d o es " .. .  en h an ce  p e r fo rm an ce  f o r  
econ om ic and  so cia l b en e f it "  ( p i ) ,  n o t in g  on  t h e  w ay ,  b u t  d ism issin g ,  t h a t  Po r t e r  
( 2 003 )  a rg u es t h a t  t h e  m acro -econ om ic p e rsp ect iv e  is d om in an t  and  t h a t  
m an agem en t  cap ab il it y  is a co n sequ en ce  o f  o t h e r  in vestm en t .
I t  is n o t  in t en d ed  h ere t o  ex p lo re  in  d ep t h  t h e  co n cep t s o f  o rg an isa t io n a l learn in g  
o r  a learn in g  o rg an isa t io n  o r  t o  d iscu ss learn in g  m et h o d s o r  st y les.  Bu t  " . . .  
d e f in it io n s o f  learn in g  f o cu s on  act io n  as w ell as cog n it io n  . . ."  ( Casey  2 005 )  an d  it  
is w o r t h  loo k in g  a t  o n e  asp ect  o f  t h e  learn in g  in t e ract io n ,  b e cau se  it  m ay  h e lp  u s 
u n d erst an d  w h y  som e  in st it u t io n al learn ing  is r esist ed ,  t h r ou g h  t h e  w r it in g  o f  Pau lo  
Fr iere.
T h e  b u rd en  o f  Fr ie re 's p osit ion  is t h a t  t h e  t each er ,  t h e  p ed agogu e ,  d e cid e s w h a t  
sh ou ld  be lea rn t  and  t h e  learne r ,  t h e  ob j ect ,  m em o r ises it  ( Fr ie re  1993 : 61  and  
Darw in  e t  al 2 002 : 137 ) .  T h is n o t  o n ly  g iv es t h e  t each e r  an  u n assa ilab le  p osit io n ,  a 
p r iv ileged  p osit ion  u n earn ed  b y  re fe ren ce  t o  t h e  sit u a t io n  o r  t h e  p r eva ilin g  cu lt u r e  
o f  learn in g ,  b u t  it  su b j u g a t es t h e lea rn e r  t o  a p osit io n  w h e re  t h e y  d o  n o t " ... 
p ract ice  an y  a c t  o f  cogn it io n  ..."  sin ce  t h e  learn in g  is " . . .  t h e  p r op er t y  o f  t h e  
t each er . . . "  ( Fr ie re  1993 : 61 ) .  Fr ie re  ca lls t h is t h e  bank in g  con cep t .
Bu t  h e id en t if ies an  a lt e rn a t iv e ,  w h ich  he ca lls t h e  p rob lem -p osin g  m et h od ,  w h ich  
d oes n o t  d ich o t om ise  t h e  act iv it ies o f  t h e  t e a ch e r - st u d en t  ( n ow  an  h yp h en a t ed  
sin g le  w o rd  ( a t  least  in t r an sla t ion ) ) .  Now  t h e  learn in g  is n o t  t h e  t e a ch e r 's  p r iv a t e  
p r op er t y  an d  t h e  lea rn e rs are  a lw ays cogn it iv e.  T h u s " .. .  p r ob lem -p o sin g  
ed u ca t io n  in vo lv es a con st an t  u n ve ilin g  o f  r ea lit y  . . . "  an d  " . . .  t h e  em e rg en ce  o f  
co n sciou sn ess and  cr it ica l in t e r ven t io n  in  r ea lit y  . . ."  ( 1 999 : 62 ) .  Fr ie r e  f i rm ly  
co n clu d es t h a t  t h is " . . .  ed u ca t io n  as t h e  p ract ice  o f  f r eed om  ... d en ie s t h a t  t h e  
w o r ld  ex ist s as a rea lit y  ap ar t  f r om  p eop le "  ( 1 999 : 62 ) .  As Darw in  e t  al co n c lu d e  
" ... Fr ie re 's a im  is t o  f r ee  peop le f r om  t h e  d om in a t io n  o f  d ist o r t ed  com m u n ica t io n s
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t h ro u g h  t h e  d ev e lo pm en t  o f  se lf - r e f le ct iv e  u n d er st an d in g s w h ich  a llo w  t h em  t o  
p a r t ic ip a t e  in  t h e  so cia l con st ru ct io n  o f  n ew  m ean in g s. . . "  ( 2 002 : 138 ) .  T h is  lin ks 
lea rn in g  t o  cr it ica l t h eo ry ;  learn in g  as an  act  o f  f r ee in g  t h e  su b j u g a t ed  f r om  t h e 
h eg em on y  o f  p r iv ileg ed  t each ers in st ru ct in g  in  t h e ir  ow n  in t e r est  an d  n o t  t h a t  o f  
t h e  st u den t s.  I t  a lso  f i t s w e ll w it h  a h e rm en eu t ic s t u d y  w h ich  sim ila r ly  in vo lv es 
peelin g  b ack  t h e  lay e r  o f  u n derst and in g  t o  g e t  c lo se r  t o  a rea lit y  t h a t  l ies beneat h .  
I f  t h e  st uden t s,  a re  sen io r  civ il se r van t s t h e ir  p e rcep t io n s o f  t h e  learn in g  p ro cess a t  
w o rk  on  MLP w ill b e im po r t an t ;  is it  t h e  b ank in g  co n cep t  o r  t h e  p ro b lem -p osin g  
m eth od  t h a t  is a t  w o rk?
Fu ndam en t a lly ,  t h e r e  is no  exp l ic it  d ist in ct io n  in  t h e  Depa r tm en t 's MLP p r og r am m e  
b e tw een  lead ersh ip  and  m anagem en t ,  a lt h o u g h  t h e  op en in g  p a rag rap h s o f  t h e  
D epa r tm en t 's n o t e  on  t h e  p rog ram m e d iscu ss lead ersh ip  as t h e  d r iv e r  ( D fES 
20 0 5a ) ,  an d  t h e  p rog ram m e is a im ed  a t  sen io r  st a f f  ( n ew  D irect o r s,  D iv isio n al 
M an agers an d  T eam  Leaders) .  Bu t  t h e  MLP d o es h ave an  
assessm en t / d eve lo pm en t  cen t re ,  coach ing ,  learn in g  se t s and  o t h e r  even t s.  A  new  
in it ia t iv e  is t h e  I n t r o d u ct io n  t o  Leadersh ip  Pro g ram m es ( I LP)  f o r  m o r e  j u n io r  st a f f  
' . . . o n  t h e  g r o u n d s t h a t  lead ersh ip  o ccu rs a t  all le ve ls' ( D fES 2005a) .  So  t h e  
Depa r tm en t 's o b j e ct iv es seem  t o  m ee t  Sad le r 's p rescr ip t io n ,  an d ,  i f  Sad le r  is r igh t ,  
is d oom ed  t o  f a ilu r e  -  w e  w ill see  n ex t  h ow  t h e  in t e r v iew ees sa id  it  m a t ch ed  t h a t  
in  p ract ice . I n  t h e  h e rm en eu t ic t r ad it io n ,  w e  w ill s t a r t  w it h  an  o v e r v iew  o f  p eop les 
p e rcep t io n s,  t h en  t a k e  a m o re de ta iled  lo o k  a t  w h a t  t h e y  sa id ,  and  t h en  re t u rn  t o  
t h e  o vera ll p osit io n  t o  see  h ow  t h a t  h as been  m od if ied  b y  t h e  m o re  d e t a iled  
d iscu ssion .
I n i t ia l  t h o u g h t s
Th e re  w e re  m ixed  v iew s ab ou t  lead ersh ip  t r a in in g .  Gare t h  had  b een  on  a w eek  
long  lead e rsh ip  cou r se  j u s t  b efo re MLP w as se t  up. He said
" i t  w as q u it e  an  in t e rest in g  d iscu ssion  o f  som e  o f  t h e  t h eo r ie s a rou n d  
lead ersh ip ;  i f  y ou  w an t  m e t o  r ecit e an y  o f  t h em  I 'd  b e  p ushed  ... w h a t  w as 
m o re in t e rest in g  w as t a lk in g  t o  p eop le  f r om  a ran g e  o f  b ack g r ou n d s w h ich
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in c lu d ed  p r iva t e  sec t o r  p eop le  as w e ll as p u b lic .... I  t h in k  I  t o o k  aw ay  one  o r  
t w o  u sefu l t h in g s. "
T h is  slig h t ly  a loo f ,  p e rh aps scep t ica l,  v iew ,  h ow ever ,  w as t em p e red  b y  h is m ore 
posit iv e  v iew  o f  less f o rm a l learn in g
" .. .  it  is m uch  m o re  p o t en t  t o  see  som eb od y  w h o  is a g oo d  lead e r  and  learn  
f r om  t h em  ... t h an  i t  is t o  go  t o  an y  n um be r  o f  cou rses o r  r ead in g  a n um ber  
o f  t e x t  b ook s o r  d a re  I  even  say  w r it e  a t h esis on  t h e  su b j e ct .  I  learned  f a r  
m o re  f r om  w a t ch in g  [ Head  o f  a Pub lic Sect o r  Ag en cy ] ,  as a rea lly  su p erb  
lead er  in  t h e  Civ il Se r v ice  co n t ex t  t h an  I  w ou ld  ev e r  d o  f r om  an y t h in g  e lse . "
I s Gare t h  say in g  t h is b ecau se  he b e lieves t h a t  f o rm a l learn in g  on  lead e rsh ip  is 
g en u in e ly  in e f f ect iv e  ( h as he, f o r  exam p le ,  a low  regard  f o r  a cad em ic  learn in g  
lead in g  t o  scep t ic ism  o f  an y th in g  f o rm a l)  o r  d o es he f ee l t h rea t en ed  by  t h e  n ew  
o rde r ,  y ou n g  p re t en d e rs w h o  w ill all h ave been  t h ro u g h  t h e  D epa r tm en t 's  MLP? 
Jam es and  Bu rg oyn e  ( 2 001 )  w arn  ag a in st  t h e  'c lo n in g '  p rob lem ,  t h a t  is an  
o r g an isa t io n  is " . . .  in  d an ge r  o f  u n in t en t io n a lly  r ecrea t in g  t h e  k in d  o f  lead e rs it  
a lr ead y  has. . . "  w h er eas leadersh ip  d eve lo pm en t  sh ou ld  be g ear ed  t o  crea t in g  n ew  
cap ab il it ies and  a " ... d iv e r sit y  o f  m an agem en t  is a k ey  t o  u n lo ck in g  t h is p rob lem . . . "  
( Jam es and  Bu rg oyne  2001 : 2 ) .  An d  is h is n o t ion  o f  a ' r e a l ly  su p e r b  le ad e r '  t h e  
sam e as t h e  Depa r tm en t 's esp ecia lly  b ear in g  in  m ind  t h e  Pr im e  M in ist e r 's 
p r og ram m e o f  m odern isin g  t h e  c iv il se r v ice? I t  is t em p t in g  t o  d escr ib e  Ga re t h  as o f  
t h e  o ld  schoo l,  b u t  t h a t  d oesn 't  au t om a t ica lly  m ean  h is v iew  is w r o n g  o r  
in ap p rop r ia t e .
Pau l h as a s im ila r  b ackg rou n d  t o  Gare t h ,  a lt h o u g h  h e w as n o t  as sen io r  in  r an k  o r  
len g t h  o f  se rv ice ,  and  a lt h ou gh  he exp ressed  h im se lf  r a t h e r  d if f e r en t ly ,  I  t h in k  one  
can  see  som e o f  t h e  sam e ideas com in g  t h roug h .  He w as b r u t a lly  c le a r  ab o u t  
MLP,  w h ich  had  j u s t  st ar t ed  b efo re  I  in t e r v iew ed  h im .
" .. .  it  w as t e r r ib ly  t echn ica l and  p ro cess o r ien t a t ed .  I  w as g o in g  on  
som et h in g  w h ich  w as su p posed  t o  be ab o u t  lead e rsh ip  as I  u n d er st o od  it
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and  t h e  f ir st  t h in g  you  do  is an  ' in  t r a y '  exercise.  Now  I  am  n o t  su re  t h a t  
lead in g  b y  ' in  t r a y '  is a n ew  co n cep t  and  m ay  be t h e r e  is a w h o le  n ew  b ook  
t o  be w r it t en  a rou nd  t h a t  bu t  t h a t  t o  m e is n o t  le ad e rsh ip . "
Pau l ch o se  t o  o ve r lo o k ,  o r  d id n 't  ap p recia t e ,  t h e  f a c t  t h a t  t h e  ' in  t r a y '  e x e rc ise  w as 
j u s t  t h e  f i r st  st ep  in a lin ked  se r ies o f  ex e rc ise s w h ich  in clu d ed  an a ly sis,  p o l icy  
d e t e rm in a t io n ,  n eg o t ia t io n ,  coach in g ,  d ea lin g  w it h  M in ist e r s an d  im p lem en t a t io n .  
An d  t h e  d ev e lo pm en t  cen t re ,  w h ich  is w h a t  Pau l w as t a lk in g  ab ou t ,  w as p receded  
by  a 3 60  d eg r ee  p eer  g rou p  assessm en t  and  t w o  p sych o log ica l t est s;  and  t h en  
su p p o r t ed  a f t e rw ar d s b y  on e- t o -on e  coach in g ,  learn ing  se t s an d  ad  h oc t r a in in g  
m odu les. So  w h y  d id  Pau l f o cu s on  j u s t  t h a t  o n e  e lem en t ? W as he lo o k in g  f o r  an  
excu se  t o  be d ism issiv e  o f  MLP;  o r  o f  all f o rm a l t r a in in g ?
Cat he r in e ,  a m an ag er  w it h  a lo t  o f  e xp e r ien ce  b u t  o n ly  r ecen t ly  p rom o t ed  t o  t h e  
Sen io r  Civ il Se rv ice ,  had  n o t  been  on  MLP,  b u t  had  h eard  ab o u t  it . Sh e ,  t o o ,  w as 
no t  en t h u siast ic,  b u t  sh e  w en t  a st ep  f u r t h e r  an d  said  w h a t  f o r  h e r  w as m issin g  in 
t h e  k ind  o f  f o rm a l learn in g  sh e  a lr ead y  u n der t aken :
" m o st  o f  w h a t  I 'v e  been  on  d o esn 't  d o  a lo t  f o r  m e b ecau se  I  f ee l l ik e  I  am  
a t t en d in g  a y ea r  6  c lass w h en  I  w an t  t o  be in t h e  y e a r  12  c lass ... t h e  t o p  
and  bo t t om  o f  [ lead ersh ip ]  is [ g iv in g ]  t im e  t o  ... p e o p le , ... t h a t 's  w h a t  
ir r it a t es m e ab ou t  m ost  o f  t h e  lead e rsh ip  st u f f  I 'v e  b een  on ,  t o  m e 
lead ersh ip  is ... com m un ica t io n  and  b u ild ing  re la t io n sh ip s and  b u ild in g  t r u st  
... I  d o n 't  u n d erst and  w h y  it 's d if f icu lt . "
T h is is a co n f id en t  p erson  t a lk in g ,  t h e  so r t  o f  p e rson  w h o  w ou ld  be lik e ly  t o  
v o lu n t ee r  f o r  cou rses and  t ake  r isks in ch oosin g  n ew  and  exp e r im en t a l o n es.  Sh e  
has an  im p ressiv e  t r a ck  reco rd  o f  h e lp in g  d isad v an t ag ed  g r o u p s o u t sid e  w o r k  and  
m ay  w ell h ave am assed  a g rea t  deal o f  p ract ica l e xp e r ien ce  in o rg an isa t io n  an d  
decisio n  m ak ing .  So  h e r  r eact io n  t o  t h e  t h en  em b r y o n ic  MLP m ay  h ave  b een  
a t yp ica l,  b u t  sh e  sa id
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" . . .  t h e  t h in g  t h a t 's j u s t  com e t h rou g h  [ ie M L P ] ... t o  sen d  all D iv isiona l 
M an agers on  t h is  assessm en t  cen t re  f o r  lead ersh ip ,  y ou  kn ow  rea lly  d oes 
ir r it a t e  b ecau se  aga in  you 'll be sa t  t h e r e  w it h  p eop le  w h o  y ou  f ee l a re  
t a lk in g  a load  o f  crap" .
Th er e  is an  in t e rest in g  m isu n derst an d in g  in  t h is st a t em en t ;  M LP has,  an d  m akes a 
b ig  v ir t u e  o f  h av in g ,  a d eve lopm en t  cen t re  a t  w h ich  p e rson a l st r e n g t h s and  
w eak n esses a re  exp lo red  and  t h en  d iscu ssed  in d iv id u a lly  and  p r iv a t e ly  w it h  an  
ex t e rn a l coach ,  n o t  an  assessm en t  cen t re  o f  t h e  so r t  t h a t  o n e  w ou ld  'p a ss '  o r  ' fa il '.  
I f  p eop le  t h in k  t h e y  a re  be ing  assessed  in t h e  pass/ fa il sen se  t h e y  m ay  be m o re  
ap p r eh en siv e  o f  MLP o r  an y  f o rm a l learn in g ,  less w ill in g  t o  ap p r o ach  it  w it h  an  
open  m ind ,  an d  m o re  lik e ly  t o  assum e t h a t  it  w o n 't  be e f f ect iv e .  Bu t  d oes 
Ca t h e r in e  co n sciou sly  o r  u n con sc iou sly  r ecog n ise  Fr ie re 's 'b an k in g  co n cep t '  o f  
learn in g  and  h as ch osen  to  a t t em p t  t o  sid e - st ep  m an agem en t 's  im posed  ag en da?
T h e  MLP is c lea r ly  se t  u p  t o  d eve lop  s t a f f  and  eq u ip  t h em  t o  b ecom e m ore 
e f f e ct iv e  lead e rs and  m anagers.  T h is im p lie s ch an g e  t h r o u g h  ' le a r n in g '  and  as 
Edgar  H Sch e in  say s t h e r e  is an  in h e ren t  p a rad ox  su r r o u n d in g  lea rn in g  "  ... an x ie t y  
in h ib it s learn in g ,  bu t  an x ie t y  is a lso  n ecessary  i f  lea rn in g  is g o in g  t o  h ap pen  a t  
a ll. . . "  ( Cou t u  2002 ) .  You  can ' t  t a lk  p eop le  o u t  o f  " le a r n in g  an x ie t y "  ( " ...  b e ing  
a f ra id  t o  t r y  som et h in g  n e w ..." )  u n less t h ey  a r e  a lso  ex p er ien cin g  " su r v iv a l 
a n x ie t y "  ("■ ■ ■  t h e  h o r r ib le  r ea lisa t ion  t h a t  in o rd e r  t o  m ake  it , y o u 'r e  g o in g  t o  have 
t o  change. . . " ) .  Sch e in  say s t h a t " ... if  t h e  em p lo yee  accep t s t h e  n eed  t o  learn ,  
t h en  t h e  p ro cess can  be g r ea t ly  f acil it a t ed  b y  good  t r a in in g ,  coach in g ,  g rou p  
su p po r t ,  f eed b ack ,  p o sit iv e  in cen t ives,  and  so  o n "  ( Cou t u  2 002 ) .  T h e  D fES is 
u n d erg o in g  co n sid e rab le  ch ange ,  w it h  st a f f  cu t s o f  a rou nd  30%  and  an  
o rg an isa t io n a l ch an g e  t o  be ing  m ore st r a t eg ic an d  less a d e liv e r y  v eh ic le .  As a 
st a f f  b oo k le t  p u t s i t " . . .  m aj o r  ch an g es in o rg an isa t io n  and  w ay s o f  w o rk in g  a re  
n ecessary  t o  en ab le  t h e  Depa r tm en t  t o  fu lf i l t h ese  n ew  ro les su ccessfu l ly .  W e  a re  
a lr ead y  st a r t in g  t o  m ake  t h ese  ch anges,  t h ou gh  w e  h ave m o re  t o  d o "  ( D fES 
2005 : 7 ) .
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I f  Sch e in  is r ig h t ,  t h e  D epa r tm en t  has decid ed  ( p resum ab ly ,  u n co n sc iou sly )  t o  r a ise 
t h e  level o f  su rv iv a l an x ie t y  an d  m ay  have -  p e rh aps in e v it ab ly  w ill h ave -  f a iled  t o  
t a k e  ev e r yon e  w it h  t hem .  " Psych o lo g ica l sa f e t y  is ... d r am a t ica lly  m issin g  w h en  a 
com pan y  is d ow n sizin g . . . "  ( Cou t u  2 002 )  w h ich  is t h e  sit u a t io n  t h e  D epa r tm en t  
f in d s it se lf  in.
O f  cou r se  an x ie t y  is p a r t  o f  leadersh ip  it se l f  acco r d in g  t o  som e  w r it e r s.  Fo r  
ex am p le ,  Fied le r  say s " . . .  it  is m ean in g less t o  t a lk  ab ou t  lead e rsh ip  o u t sid e  t h e  
sit u a t io n a l c o n t e x t ..."  and  t h a t " ...  t h e  act iv e  in g r e d ie n t . . . "  in  t h e  sit u a t io n  is t h e  
d eg ree  t o  w h ich  t h e  sit u a t io n  " ... cau ses u n ce r t a in t y  and  st r e ss an d  t h e r e f o r e  
a n x ie t y . . . "  ( Fied le r  1993 : 2 ) .
Bu t  n o t  ev e r yon e  w as as d ism issiv e  as t h o se  t h r ee  in t e r v iew ees.  Rosa lie ,  w h o  had  
j o in ed  t h e  Depa r tm en t  f r om  t h e  v o lu n t a r y  sect o r  o n ly  18 m on t h s ea r lie r ,  sa id
" . . .  lead e rsh ip  t r a in in g  m ade  m e rea lise  t h a t  I 'd  lo st  m y  co n f id en ce  and  so  I  
f o u n d  t h a t  v e r y  u s e f u l ... q u it e  a lo t  o f  p eop le  need  co n f id en ce  b u ild in g ,  
p a r t icu la r ly  w om en .  T h e y  can  be lead ers and  t h ey  can  be g oo d  a t  it  and  
t h a t  is im po r t an t . "
Rosa lie  had  a recipe  f o r  im p rovem en t :
" . . .  lead ers n eed  t o  g e t  o f f  t h e ir  p lin t h s and  com e d ow n  an d  t a lk  t o  peop le.  
You  can  g iv e  peop le  g u id an ce  ab o u t  t h a t ... b u t  I  t h in k  t h e r e  p r o b ab ly  n eed s 
t o  be som e k ind  o f  se lf  aw aren ess . . . ."
Lyd ia w as a lso  m o re  p osit ive  ab ou t  MLP,  o r  a t  least  ab o u t  t h e  co ach in g  su p p o r t  
a va ilab le  as p a r t  o f  t h e  p rog ram m e:
" .. .  ce r t a in ly  t h e  idea o f  o n -g o in g  su p p o r t  f o r  a pe r iod  o f  t im e  ... is v e r y  
g o o d "
b u t  sh e  had  a p o in t  ab o u t  t h e  req u ir em en t  f o r  co n t in u in g  su p p o r t  t h a t  m ad e  m e 
t h in k  t h a t  MLP w as,  f o r  Lyd ia,  m ore a q u est io n  o f  t em p o ra r ily  p lu g g in g  a g ap  
ra t h e r  t h an  st r ik in g  o u t  in a n ew  d irect ion :
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" I ... do  f ee l iso la t ed  f o r  a h u n d red  and o n e  va r ied  r eason s an d  som e  t im es 
t h e r e  isn 't  an  easy  w ay  t o  g e t  su p po r t  t o  g e t  o u t  o f  t h a t  sen se  o f  iso la t io n . "  _
So  sh e  had  fo u n d  a u sefu l w ay  o f  d ea lin g  w it h  an  ex ist in g  p rob lem ,  a t  least  in  t h e  
sh o r t  t erm .  O f  cou rse,  iso la t ion ,  o r  a t  least  lon e lin ess,  is som e t im es p ar t  o f  w h a t  
b e in g  a ' le ad e r '  can  im p ly  ( eg  Joh n  F. Ken n ed y  a t  t h e  t im e  o f  t h e  Cu ban  m issile  
cr isis,  see  Bin n ey  e t  al ( 2005 : 47 ) ) .  So  sh ou ld  t h e  Dep a r tm en t  r ecog n ise  t h is and  
t a k e  st ep s t o  p u t  in p lace a su p po r t  m ech an ism  b eyon d  e it h e r  a 'p r og ram m e ',  o r  
t em p o ra r y  coach ing ,  t o  g ive  leaders su p po r t  in t im es o f  iso la t io n ?
I  asked  Lucy ,  r ecen t ly  p rom o ted  t o  t h e  Sen io r  Civ il Se r v ice ,  a b o u t  h e r  ex p er ien ces 
o f  MLP.
Lucy:  " I  am  in a slig h t ly  u n iq ue  posit ion  b ecau se  I  w as on  a p r io r  
[ p rog ram m e]  w h ich  w as ab o u t  t h e  pub lic sec t o r  m o re  g en e ra lly  and  t h en  I  
d id  m y  MBA and  f o cu ssed  on  m an ag em en t  and  lead e rsh ip  in  p a r t icu lar .  So  
I  p rob ab ly  h ave  a b ig g er  o ve rv iew  and  so  t h e  sp ec if ics t h a t  I  lea rn ed  f r om  
t h e  Man agem en t  Leadersh ip  Pro g ram m e in  it se lf  p r o b ab ly  w e re  t h in g s t h a t  I  
a lr ead y  kn ew ."
Perh aps t h is p r io r  ex p osu re  t o  lead ersh ip  t r a in in g  m ade Lu cy  less con cern ed  ab o u t  
MLP,  o r  m o re  co n f id en t  ab o u t  d ea lin g  w it h  it ,  t h an  o t h ers.  Bu t  Lu cy  w as clea r  t h a t  
M LP had  h e lped  her  in  severa l c lea r  w ays.  Sh e  sa id  sh e  b en e f it ed  f rom :
" . . .  a m uch  b e t t e r  se lf  aw a ren ess o f  t h e  w ay  in  w h ich  m y  st y le  o f  w o rk in g  
in t e ract s w it h  o t h e rs and  I  t h in k  ou t  o f  t h e  w h o le  b it  o f  t h e  M an agem en t  
Leadersh ip  Prog ram m e t h a t  is t h e  m ost  su ccessfu l b it  o f  it . "
An d  sh e  w as on e  o f  t h e  f ew  in t e r v iew ees t o  u se academ ic d escr ip t io n s o f  d if f e r en t  
m odels o f  leadersh ip .
Lucy :  " 2 4  m on t h s ago  I  w o u ld n 't  h ave t a lk ed  ab o u t  t r an sf o rm a t io n  o r  
t r an sact io n a l leadersh ip  t h ey  w o u ld n 't  h ave m ade  an y  sen se  -  y ou  cou ld  
d escr ib e  t h e  st y le  o f  each  if  it  w ou ld  m ake  sen se  b u t  I  w o u ld n 't  be u sin g
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t h o se  w o rd s and  t o  k n ow  and  u n d erst an d  t h a t  is q u it e  im po r t an t  b ecau se  
you  cou ld  t h en  ch an ge  t h e  w ay  in w h ich  you  b eh ave  d ep en d in g  on  t h e  
p a r t icu la r  sit u a t io n . "
T h is co n t rast s w it h  Gar e t h 's f a ilu re  t o  r em em be r  t h eo r ies o f  lead e rsh ip  and  
p e rh ap s d escr ib es a r if t  b e tw een  t h o se  civ il se r van t s f o r  w h om  academ ic 
ap p r o ach es a re  ir r e le van t  and  t h o se  w h o  see  v a lu e  in t hem .
Fin a lly ,  Lu cy  a lso  re fer red  t o  t h e  v a lu e  o f  t h e  coach in g .  Sh e  sa id  t h e  o t h e r  
st r en g t h  o f  MLP is:
" ... t h e  o p p o r t u n it y  t o  t e st  t h in g s ou t  in  a sa f e  en v ir o nm en t  w it h  y o u r  coach  
... y ou  can  t e st  t h in g s t h a t  y ou  a re  go in g  t o  d o  w it h  som eb o d y  w h o  has 
a lr ead y  been  t h e re  and  been  su c ce ss f u l ... so  I  t h in k  t h o se  ... t h in g s 
com b in ed  m ean  t h a t  I  h ave p rob ab ly  ch an ged  t h e  w ay  in  w h ich  I  b eh ave  
w it h  m y  st a f f . "
T h is  is a lt o g e t h e r  m o re  posit ive ,  f in d in g  w ay s o f  u sin g  t h e  r esou r ce  t h a t  MLP 
o f f e r s,  t o  im p ro ve  in d iv idua l and  t eam  per fo rm ance.
Mar t in  had  com e f r om  an o t h e r  Gov er nm en t  D epa r tm en t  as a t eam  lead e r  and  he 
t o o  had  had  som e  exp er ien ce  o f  lead ersh ip  t ra in in g :
" T w o  y ea r s ago ,  t h r ee  years ag o  I  su p p o se  -  y e s -  t h r ee  y ea r s ag o  w e  w ere  
st ar t in g  t o  exp lo re  w h a t  w as m ean t  ab o u t  lead e rsh ip  . . .erm . .. it 's a st r an g e  
o n e  rea lly  t h e y  t end  t o  be re la t iv e ly  sm a ll e lem en t s o f  co u r ses t h a t  I 'v e  
d on e  so  f a r  -  I 'v e  ce r t a in ly  n ev er  d on e som et h in g  t h a t  w as ca lled  lead er sh ip  
-  h ere you  a re  -  let 's go  on  a lead ersh ip  p ro g r am m e ."
He w as q u ick  t o  id en t if y  o n e  o f  t h e  co n t en t io u s p o in t s ab o u t  lead e rsh ip  t r a in in g :
" t h e re 's a lw ays been  q u it e  a b ig  d eb a t e  as I  u n d erst an d  it  a b o u t  w h e t h e r  
y ou  can  t r a in  a leader  o r  w h e t h e r  it 's  ac t u a lly  innat e.  I  t h in k  t h e r e 's  q u it e  a 
v iew  t h a t  say s you  know  som e peop le  h ave g o t  it  and  som e  p eop le  
haven 't " .
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I  asked  h im  w h a t  he t hough t :
" t h e r e  a re  ce r t a in ly  som e peop le  w h o  h aven 't  g o t  it  and  n ever  w ill h ave ... I  
w o rked  w it h  an  o ld  Ch ie f  Execu t iv e  -  v e ry  k n ow led geab le ,  p u b lish ed  au t h o r  
-  ev e ry t h in g  lik e t h a t  b u t  p u t  t h e  g u y  on  a st ag e  an d  a sk  h im  t o  in sp ir e  an  
au d ien ce  -  h e  j u s t ... he co u ld n 't  do  i t ... Ha ha ... I 'm  g o in g  t o  t r y  and  sit  on  
t h e  f en ce  here.  I  t h in k  it  is ... I  t h in k  t h e r e  is t o  a la rg e  ex t en t  I  t h in k  o f ... 
it 's in na t e .  Yo u 'v e  g o t  it  o r  y ou  h av en 't . "
Jam es w as an o t h e r  o ld  hand  w ho  had  exp e r ien ce  o f  b o t h  t eam  lead e rsh ip  an d  t h e  
Sen io r  Civ il Serv ice .  H is f ir st  r eact io n  w as t o  see  MLP n o t  as a t h in g  o f  b eau t y  o r  
u t il it y ,  b u t  as an  exam p le  o f  h ow  t h e  D epa r tm en t  f a ils  t o  p ro v id e  su p p o r t  f o r  sen io r  
st af f .
"W h e re  I  t h in k  t h is Depa r tm en t  is lou sy  is a c t u a lly  a t  h e lp in g  p eop le  w h o  
a re  n ew ly  p rom o t ed  t o  t h e  Sen io r  Civ il Se rv ice  ... t h e y  a re  u su a lly  p eop le  in 
t h e ir  m id  30s, t h e y 'v e  p rob ab ly  n o t  had  a w id e  ran g e  o f  e x p e r ien ce  ... 
t h ey 'v e  g o t  t r em en do u s in t e llect ,  t h e y 'v e  g o t  t r em en d o u s p o t e n t ia l ... [ bu t ]
... t h e r e  w e re  t h ree  n ew ly  p rom o t ed  Grad e  5s a t  t h is MLP d e v e lo pm en t  
cen t re  an d  t h e y  w e re  st r u g g lin g  and  t h e y  w e re  v e r y  iso la t ed  an d  f ee lin g  
v e r y  iso lat ed  . . . . "
T h is is no t ,  I  t h in k ,  t h e  sam e as t h e  iso la t ion  Lyd ia f e l t  w h ich  w as a p o in t  ab o u t  
lead ers in genera l.  W h a t  Jam es is d escr ib in g  h e re  is ab o u t  in d u ct io n  on  
p rom o t ion .
On  re f lect io n ,  t h ou gh ,  Jam es t h ou gh  MLP a good  t h in g :
" I  t h in k  t h a t  . . . in it ia lly  t h a t  w as v e ry  g ood  b ecau se  it  w as v e r y  h e lp fu l in 
p o sit io n in g  m y se lf  and  t h in k in g  ab o u t 'm an ag in g  ... n ow  it 's m o ved  on  m o re  
t ow ard s m y  ow n  personal ca ree r  d ev e lo pm en t  and  w h e r e  I 'm  g o in g  and  
t r y in g  t o  ach ieve  t h in g s like t h a t  w h ich  is a lso  u sefu l I  t h in k . "
123
A t  a h igh  level t h ese  m ixed  m essages con t in u ed  t o  t u rn  up .  M a r k  had  com p le t ed  
h is d ev e lo pm en t  cen t re  a y ea r  o r  so  befo re,  so  had  had  t im e  t o  t h in k  ab o u t  it s 
va lue.
" I  w as rea lly  p osit iv e  ab o u t  it  ac t u a lly  b ecau se  it  w as,  I  t h o u g h t ,  t h e  reve rse 
o f  t h e  t r ad it io n a l k ind  o f  sh eep  d ip  ap p roach  ... erm . . . . I  t h o u g h t  it  w as w e ll 
h and led ,  I  t h o u g h t  t h e  peop le  ru n n in g  it  w e re  sk ilf u l and  cap ab le .  I  t h o u gh t  
... it  w as exp osin g  rea lly  im po r t an t  issu es f o r  m e b u t  a c t u a lly  f u n n ily  enou gh  
I 'm  n o t  su r e  t h ey  w ere  r ig h t  act u a lly .  I  d o  j u s t  w o n d e r  w h et h er . . .  if  act u a lly  
t h e  d iag n osis w as q u it e  as he lp fu l as [ I  t h o u g h t  it ]  w as g o in g  t o  be -  hav ing  
sa id  w h ich  I  d id  t h in k  it  w as a g ood  p rog ram m e  and  t h e  co ach in g  h as been  
ex cep t io n a lly  g o o d . "
So  Ma rk  g iv es h igh  m ark s in deed  f o r  t h e  p ro cess,  b u t  p e r h ap s less f o r  t h e  con t en t .  
La t e r  o n  w e'll see  t h a t  o n e o f  M ark 's con ce rn s w as t h a t  he n ow  fe e ls he w as 
d e f lect ed  on t o  sp en d in g  t im e  on  m at t er s o f  com pa ra t iv e ly  lit t le  im po r t an ce  b y  t h e  
o u t com es f r om  t h e  t e st s ap p lied  in  MLP. Sum m in g  up  h is e x p e r ie n ce  o f  MLP,  Mark  
said :
" I  w o u ld n 't  say  it  w as ab o u t  lead ersh ip  - 1 w ou ld  say  it  w as a b o u t  
m an ag em en t . "
Fin a lly ,  a n ew ly  p rom o t ed  t eam  leader ,  I an  exp la in ed  t h a t  h e  w an t ed  som e  
lead ersh ip  t ra in in g :
" I 'v e  been  q u it e  d esp era t e  t o  g e t  o n t o  som e so r t  o f  lead e rsh ip  t r a in in g  
b ecau se  I , y ou  know  . . .once you  g e t  in  t h a t  p o sit ion  o f  b e in g  T eam  Lead e r  t h en  
you  f ee l t h a t  y ou  ou g h t  t o  have least  g e t  som e  u n derst an d in g  o f  som e  o f  t h e  
co n t e x t  b eh in d  h ow  you  can  act u a lly  do  a b e t t e r  j o b " ,
" So  you  f ee l com p le t e ly  u n - t r a in ed ?"  I  sa id ,
" I  d o "  he said .
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He m ay  have sa id  he w as un t ra in ed ,  b u t  w e 'll see  la t e r  t h a t  h e  had  f irm  v iew s 
ab o u t  w h a t  he n eeded  t o  be ab le  t o  do ,  so  he w asn 't  sp eak in g  f r om  a posit ion  o f  
ig n o ran ce.  On ce  ag a in ,  t h is ap p ears t o  be a q u est io n  o f  p r om p t  and  e f f ect iv e  
in du ct io n  on  p rom o t ion .
I n i t ia l  co n clu sio n s
W e have h ere a m ixed  se t  o f  v iew s,  n o t  su rp r isin g ly .  Faced  w it h  a m an da t o ry  
p rog ram m e  in lead ersh ip  and  m an agem en t ,  sk i l ls o ne  m ig h t  e x p ect  som e  civ il 
se r van t s t o  h ave t o  som e ex t en t  a lr eady ,  it  w ou ld  be u n u su a l t o  f in d  u n an im it y  o f  
v iew s.  Bu t  t h e  d at a  su g g est s t h e r e  a re  tw o  key  p o in t s t o  in vest ig a t e .  Th e  f ir st  
q u est io n  f o r  d e t a iled  an a ly sis is,  is e f f e ct iv e  t r a in in g  in  lead e rsh ip  possib le?
Severa l p eop le  t a lk ed  ab o u t  f ee lin g  iso lat ed  ( " I ... d o  f ee l iso la t ed " ) ,  o r  lack ing  
con f id en ce  ( " ... q u it e  a lo t  o f  peop le  need  co n f id en ce  b u ild in g  ..." ) ,  o r  g a in in g  in 
se lf  aw a ren ess [ MLP gave  m e ] ... a m uch  b e t t e r  se lf  aw aren ess" ) .  Tak in g  t h e  
t h r ee  as re la t ed  asp ect s o f  t h e  sam e issue , t h e  second  q u est io n  is can  lead e rsh ip  
t r a in in g  m ake  a sig n if ican t  con t r ib u t io n  t o  em o t io n a l se lf  w e llb e in g ?
I s e f f e ct iv e  t r a in in g  in  le a d e r sh ip  p ossib le ?
Sad le r  r ep o r t s Han d y  as say in g  " ... leadersh ip  sk il ls can n o t  be t a u g h t . . ."  and  
Ben n is and  Nan us as say in g  " ...  lead ersh ip  is som et h in g  t h a t  can  be lea rn ed  b y  
an yon e  . . ."  ( 2 003 : 101 ) .  Bin n ey  e t  al say  " ...  w e  be lieve you  can  learn  ab o u t  
lead in g  ... it  is a p ro cess t h a t  can  be learn t  ab o u t  and  im p r o ved  . . . "  ( 2 005 : 211 ) .  
A lt h ou g h  som e  d o u b t  it s p r im acy  as t h e  veh ic le  o f  cho ice ,  o n e  o r  t w o  p re fe r r in g  
in fo rm a l t o  f o rm a l learn in g ,  all t h e  in t e r v iew ees ag reed  t h a t  t r a in in g  can  h e lp  a t  
least  t o  som e  ex t en t .  No -one  sid ed  w it h  de  Geu s ( 1 999 )  w h o  say s t h a t " . . .  
lead ersh ip  has as lit t le t o  d o  w it h  learn in g  as d ecisio n  m ak in g  d o es ... a lead e r  w h o  
lea rn s is a lead er  w h o  is u n su re  . .."  No r  d id  an y on e  d iscu ss t h e  e v o lu t io n a r y  
p sych o log y  t h eo r y  w h ich  say s t h a t  w e  can  d eve lop  lead ers ( b e cau se  t h e  in n a t e  
q u a lit ies,  t h e  genes,  a re  p resen t )  b u t  n o t  t r a in  som eon e  t o  be a su ccessfu l lead er  if  
t h e  essen t ia l p re - req u isit es a re  m issing  ( see  N ich o lson  2000 ,  Ch ap t e r  4) .
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T h e  d ou b t e rs p re fe r  a so f t e r ,  less p ro cessy ,  m ore o rg an ic  ap p r o ach ,  an d  t h o se  a t  
t h e  ex t r em e  w ou ld  n o t  have  fo rm al p rog ram m e a t  all.  Yo u  w ill r eca ll Gare t h  w ho  
said  " . . .  I  lea rn ed  f a r  m o re  f r om  w a t ch in g  [ Head  o f  a Pub lic Sec t o r  Ag en cy ] ,  as a 
r ea lly  su p e rb  lead e r  in  t h e  Civ il Se r v ice  co n t ex t  t h an  I  w ou ld  ev e r  d o  f r om  an y th in g  
e lse  . .."  a lt h ou gh  h e adm it t ed  he " . . . t o o k  aw ay  one  o r  t w o  u sefu l t h in g s . .."  f r om  a 
cou rse  h e had  been  on . Pau l ad ded  " . . .  [ MLP]  w as t e r r ib ly  t e ch n ica l an d  p ro cess 
o r ien t a t ed  . .."  Cer t a in ly  t h e re  is som et h in g  ab o u t  t h e  co n t ex t  o f  lea rn in g .  Bin n ey  
e t  al ( 2 005 : 216 )  w ou ld  p u t  t r a in in g  f irm ly  in t o  t h e  w o r k  co n t e x t  r a t h e r  t h an  t ak in g  
it  aw ay ,  in t o  an  'aw ay d ay '  f o r  exam p le ,  a lt h ou gh  t h e y  do  sa y  t h e r e  n eed s t o  be 
't h in k in g  space'.
Gare th  and  Pau l a re  bo t h  exp er ien ced  civ il se r van t s.  Co n t r a st  t h e ir  r eact io n  w it h  
t h e  t h o u g h t s o f  som eon e  w h o  had  j u s t  b een  p rom o t ed  t o  t e am  lead e . r  I an  t o ld  
me:
" .. .  I  f e lt  t h en  I  had  t o  ex e rcise  som e lead ersh ip  ... b ecau se  I  saw  m y se lf  as 
t h e  resp on sib le  pe rson  t o  act u a lly  d e liv e r  t h e  ... s t r a t eg y  su ccessf u l ly .  I  w as 
co n sciou s all t h e  t im e  t h a t  t h e re  w e re  t h in g s I  n eeded  t o  do ,  y ou  know ,  n o t  
in  t e rm s o f  k eep in g  peop le  in fo rm ed  ... b u t  t h e r e 's a lso ,  y o u  know ,  k eep in g  
p eop le  com m it t ed  and ,  y ou  know ,  h ap py  and ,  y ou  kn ow ,  m ak in g  su re  
ev e r yo n e  w as h ap p y  ... so  I  w as con sciou s o f  w h en  I  w as d o in g  t h a t  w o rk  
o f ,  y ou  know ,  som e asp ect s o f  lead ersh ip  w h ich  I  n eeded  t o  k eep  an  ey e  on  
and  d eve lop  and  I  w as a lso  con sciou s o f  t h e  f a c t  t h a t ,  y o u  kn ow ,  it 's 
p rob ab ly  a l o t  n eed s t o  be d on e  t o  act u a lly  fo rm . ..  f o rm a lly  h e lp  m e do  it  
b e t t e r . "
I an  c lea r ly  a lr ead y  has a sen se  o f  w h a t  a leader  n eed s t o  b e  ab le  t o  do ,  and  t h a t  
he n eed s su p po r t  t o  m ake  a su ccess o f  it . An d  I an  w as clea r  t h a t  som e o f  t h is 
cou ld  be d on e  in a t r a in in g  p rog ram m e:
" .. .  I  ce r t a in ly  f eel t h a t  y ou  can  learn  som e o f  t h e  sk i l ls o f  lead e rsh ip  so  t h a t  
y o u 'r e  n o t  com p le t e ly  u se less a t  it  b u t  t h e re  a re  som e  n at u ra l a sp ect s o f  
ch a ract e r  w h ich  can  he lp  you  kn ow  t o  m ake  lead ersh ip  m u ch  easie r  f o r
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som e p eop le  com pared  t o  o thers.  Like  p lay in g  f o o t b a ll r ea lly  isn 't  it ? Ha, 
ha, ha" .
Te llin g  I an  t o  g o  aw ay  and  w at ch  a m odel lead er  in  act io n ,  o r  t h a t  t r a in in g  is t o o  
p ro cessy ,  w o n 't  be enough . He has id en t if ied  a t r a in in g  n eed  and  w an t s it  m et ,  
a lt h ou gh  he im p lies t h a t  som e asp ect s a re  n o t  b est  lea r n t  in  a f o rm a l se t t in g .  And  
w h a t  ab o u t  t im in g ? Sh ou ld  n ew ly  p rom o t ed  t eam  leaders s t a r t  on  MLP a t  o n ce ,  o r  
a f t e r  t h e y  h ave had  a ch an ce  t o  d eve lop  t h e ir  sk i l ls in  t h e  p ract ica l p ro fession a l 
con t ex t ? I s it  g en e ra lly  t h e  p e rsp ect iv e  o f  som eon e  n ew  t o  a t eam  lead e r  r o le  t h a t  
t r a in in g  is u sefu l,  and  t h a t  o ld e r  h and s t en d  t o  r e j e ct  t h e  t r a in in g  so lu t io n ? I  asked  
Jam es,  an  exp er ien ced  t eam  lead er  w h o  had  op era t ed  a t  h ig h e r  leve ls a s w ell,  
w h e t h e r  ' le ad e r sh ip '  is som et h in g  t h a t  can  be t a u g h t  as a se t  o f  sk il ls o r  is it  
som et h in g  m o re  o rg an ic -  som et h in g  t h a t  is in side  y ou  as w e ll?
Jam es:  " I t 's  n o t  an  e it h e r / o r  is it ? Th e re  a re  som e p eop le  w h o  h ave a
n a t u ra l au t h o r it y  and  n at u ral lead ersh ip  w h o  n a t u r a lly  g e t  t h in g s r ig h t  -  
t h e r e  a re  o t h e rs,  and  I  am  o n e  o f  t h o se  -  w h o  d on 't  -  w h o  h ave  t o  w o r k  a t  
it  -  w h o  have t o ,  t h r ou g h  exper ien ce ,  t h r ou g h  w a t ch in g  o t h e rs,  t h ro u g h  
learn in g  d ev e lo pm en t  t ech n iq u es,  d eve lop  t h e  w ay  o f  d o in g  t h in g s m ay  be 
t h a t  g o  ag a in st  y o u r  nat u ral in c lin a t io n s som et im es so  it  h as t o  b e  b o t h . "
So , ag a in ,  w e  have a c lea r  em erg in g  t h em e  o f  t r a in in g  com p lem en t in g  ex p e r ien ce  
and ,  p a r t icu la r ly ,  learn ing  f r om  o t h e rs,  and  a resist an ce  t o  a n y  n o t ion  t h a t  t r a in in g  
can  eq u ip  som eon e  w it h  t h e  f u ll se t  o f  sk ills.  I  asked  Lu cy ,  w h o  had  re cen t ly  
w r it t e n  h e r  MBA t h esis on  leadersh ip ,  w h e t h e r ,  g iv en  t h a t  M LP w as a st an d ar d  
p rog ram m e,  t h e re  w as a r isk  t h a t  it  assum ed  t h e  sam e  ap p ro ach  w ou ld  su it  a ll,  
t h a t  it  w as t r a in in g  f r om  a book.
Lucy:  " I 'm  n o t  su re  t h a t  t h e  p ro g ram m e is l ik e t h a t  b ecau se  t h e  st a r t in g  
p o in t  is y ou  go  t h rou g h  an  assessm en t  p r o cess and  id en t if y  w h e r e  y o u r  
n eed s a re  and  t h a t  t o  m e is v e ry  in d iv id u a lised  ... I  t h in k  y ou  can  g e t  id eas 
f r om  a ran ge  o f  st im u lu s and  a b o ok  is o n e  o f  t h em ,  t h e  d iscu ssio n  w it h  
coach  is an o th er ,  ac t u a lly  look ing  a t  o t h e r  lead e rs in y o u r  ow n  o r  o t h e r
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o rg an isa t io n s is t h e  t h ir d  ... I  t h in k  p a r t icu la r ly  a t  t h is leve l b u t  a t  m ost  
le ve ls p eop le  a re  ad u lt  en ough  t o  be ab le  t o  p ick  w h a t 's  u sefu l t o  t h em  bu t  
t h e  idea o f  h av ing  y o u r  coach  o r  a m en t o r  w h o eve r  it  m ay  be t o  h e lp  f i lt e r  
t h em  is g ood  b ecau se  o t h e rw ise  you  on ly  e v e r  g o  f o r  t h e  st y le s t h a t  y ou  are 
p e rson a lly  a t t ract ed  t o  and  t h e  ch an ces a re  t h o se  w o r k  in som e sit u a t io n s 
and  n o t  in o t h e r s. "
Bu t  sh e  ra ised  an  in t e rest in g  p o in t  ab o u t  p a r t ic ip an t s on  MLP.  A t  t h e  o u t se t  MLP 
w as vo lu n t a r y ,  a lt h ou gh  it  is n ow  m an da t o ry  f o r  D iv ision a l M an age r  an d  T eam  
Lead er  g rad es ( D irect o r s h ave t h e ir  ow n  p r og r am m e  w h ich  in c lu d es m an y  
e lem en t s o f  MLP, and  t h e  p rog ram m e f o r  less sen io r  g r ad es is v o lu n t a r y  a t  t h e  
m om en t ) .  Lu cy  had  a t h eo r y  ab o u t  t h e  vo lu n t a r ism ,
" .. .  m y  cr it ic ism  o f  [ MLP]  is if  y ou  a re  som eon e  w h o  is o pen  t o  n ew  id eas it  
w o rk s v e r y  w ell,  if  y ou  a re  som eon e  w h o  h as a p a r t icu la r  st y le  o f  lead ersh ip  
t h a t  y ou  b e lieve w o rk s you  w ill j u s t  f in d  all o f  t h e  f e ed b ack  t o o  
o ve rw h e lm in g  and  in  f a c t  som e peop le  w o n 't  even  go  on  t h e  p ro g ram m e  in 
t h e  f ir st  in st an ce  b ecau se  t h ey  d o n ' t  f ee l t h a t  t h ey  n eed  t o  learn  an y  
m o r e ..." .
Sh e  w en t  on  t o  h yp o t h esise  t h a t  t h o se  w h o  d id  n o t  v o lu n t ee r  ea r ly  o n  w ou ld  be 
less lik e ly  t o  be g ood  p eop le  m angers and  less lik e ly  t o  be op en  t o  n ew  ideas. T h is  
r esearch  can n o t  est ab lish  w h e t h e r  t h a t  is t h e  case  o r  no t ,  b u t  it  w o u ld  be 
in t e rest in g  la t e r  t o  see  w h e t h e r  t h e re  is an y  co r r e la t io n  b e tw een  t h e  sp eed  w it h  
w h ich  in d iv id u a ls t o o k  up  t h e  MLP o f f e r  an d  la t e r  ca r ee r  d ev e lo pm en t ,  su ch  as 
p rom o t ion .  I s t h e  sp eed y  t ake  up  o f  Depar tm en t a l t r a in in g  lin ked  t o  p osit iv e  
a t t r ib u t es ( su ch  as open  m ind edn ess)  t h a t  lead  t o  s ig n if ican t  ca r e e r  p ro g r essio n ?
I f  su ch  a lin k  cou ld  be est ab lish ed  it  m ig h t  m o t iv a t e  t h o se  w h o  a re  n eg a t iv e  a b o u t  
MLP o r  t r a in in g  in genera l.
Fin a lly  I  sp o ke  t o  a D irect o r  w h o  had  been  t h r ou g h  t h e  t o p  m an ag em en t  v e r sio n  o f  
MLP.  He b r ou g h t  m e b ack  t o  som e o f  t h e  p o in t s r a ised  ea r lie r  o n  a b o u t  ro le 
m odels.  An d rew  said
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" I  q u it e  lik e so r t  o f  r ead in g  and  u n d erst an d in g  d if f e r en t  an a ly t ica l m ode ls I  
m ean  y ou  d o n ' t  n eed  t o  go  on  a t r a in in g  p r og ram m e t o  do  an y  o f  t h a t  - 1 
a lso  lik e t r y in g  t o  learn  by  observ in g  p eop le  w h o  I  t h in k  h ave  been  good  
lead ers o r  a r e  g ood  leaders and  f o r  m e p r ob ab ly  t h e  sin g le  m o st  pow er fu l 
in f lu en ce  w as m y  p rev iou s boss ... I  t h in k  t h a t 's t h e  m o st  p ow er fu l f o rm  o f  
t r a in in g  -  f in d  a g ood  lead e r  and  t h en  g e t  c lo se  en o u g h  t h a t  y ou  can  w a t ch  
w h a t  t h e y  do  and  re f le ct  on  it  and  com e  t h roug h " .
He d id n 't  ru le o u t  a m o re  f o rm a l ap p roach ,  h ow ever ,
" ... t h e  t h ir d  e lem en t  w h ere  I  t h in k  t r a in in g  p ro g ram m es can  be u sefu l is 
p u t t in g  y ou  t o g e t h e r  in  a g rou p  o f  p eers f acin g  s im ila r  c ir cum st an ces and  
t h en  t a lk in g  t h r ou g h  w h a t  y ou  act u a lly  f a ce  in y o u r  j o b  ... I  p e rso n a lly  p re fe r  
t h e  f ir st  t w o  w h ich  w ou ld  n o t  n eed  t r a in in g  p r o g r am m es t o  do  t h em " .
T h e  co n sen su s is t h a t  lead ersh ip  t r a in in g  is b o t h  p ossib le  an d  v a lu ab le ,  b u t  by  no 
m ean s t h e  on ly ,  o r  n ecessar ily  t h e  best ,  w ay  o f  d ev e lo p in g  lead e rsh ip  sk ills.
Can  le a d e r sh ip  t r a in in g  m a k e  a  sig n i f ica n t  co n t r ib u t io n  t o  em o t io n a l  
w e llb e in g ?
Fin em an  ( 2 000 : 1 )  d escr ib es w o rk  o r g an isa t io n s ap t ly  as r ich ly  t ex t u r ed  so cia l 
d ram as,  " em o t io n a l a renas" .  So  it  isn 't  su r p r is in g  t h a t  w o rd s su ch  as 'co n f id en ce ',  
' iso la t io n '  and  'se l f  aw a ren ess' have been  u sed  p re t t y  f r ee ly .  T h e  D ep a r tm en t  is a 
t r ad it io n a l m ach in e  cu lt u re  in  w h ich  ow n in g  up  t o  p r ob lem s in  t h ese  a r eas is n o t  
o f t en  regard ed  as cou rag eous;  in  t h e  h ea t  o f  d ay - t o -d ay  ba t t le ,  t h e  m o re  
t r ad it io n a l o rg an isa t io n a l com p e t en cies o f  st r eng t h  d em on st ra t ed  b y  a d og ged  
ab ilit y  t o  d r iv e  t h ro u g h  on es ow n  p o in t  o f  v iew ,  is m o re  h ig h ly  v a lu ed .  Seek in g  
con sen su s and  act iv e  p a r t n ersh ip  is n o t  b y  it se lf  h ig h ly  r eg ard ed  -  a ll ied  t o  
ach iev in g  ob j ect iv es it  is v a lu ed  as a p ro cess ra t h e r  t h an  an  o u t com e  in  it s ow n  
r igh t .  T h e  PI U rep o r t  re fer s t o  t h e  civ il se r v ice  b lam e cu lt u re ,  m u lt ip le  lay e rs o f
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con t ro l,  an d  t h e  u n derva lu in g  o f  lead ersh ip  in p a r t s o f  t h e  p ub lic se c t o r  (PI U 2000:  
para 2 .1 3 / 2 .1 4 ) .  So  it  w as n o t  su rp r isin g  t h ese  issu es ex ist ,  and  t h a t  in t e r v iew ees 
w an t ed  t o  d iscu ss t hem .
O f  cou rse ,  t h e r e  cou ld  be m o re t h an  one  m o t iv a t io n  f o r  t h is.  T h e  m ost  l ik e ly  is 
st r a ig h t f o rw ard  h on est y  -  t h ese  a re  issu es t h a t  con cern  p eop le  an d  t h a t  som e 
p eop le  f in d  in t e r v iew s con du cive  t o  op en in g  up. An o t h e r  p o ssib il i t y  is t h a t  
in t e r v iew ees f o u n d  t h is a g i lt  ed ged  op p o r t u n it y  t o  g e t  b ack  a t  t h e  sy st em ,  and  g e t  
o f f  t h e ir  ch est s som et h in g  t h a t  b ugged  t h em .  T h is  is im po r t an t  f o r  t h e  
o r g an isa t io n .  T h e  w ay  lead ers d em on st ra t e ,  o r  f a il t o  d em on st r a t e ,  com passio n a t e  
act iv it y  r e in fo r ces o r  d im in ish es t h e  ex t en t  t o  w h ich  com passion  is v a lu ed  ( Fro st  e t  
al 2 002 : 36 ) .  A  t h ir d ,  w h ich  I  d o  n o t  t h in k  w as a m a j o r  issu e  in t h is  case ,  is t h a t  
t h ese  issu es a re  n o t  im po r t an t  in t h em se lves b u t  t h a t  in t e r v iew ees u sed  t h em  t o  
h ide  o t h e r  pe rsona l sh o r t com in g s.
Le t 's st a r t  w it h  Lu cy  w h o se  posit ion  w as n o t  as st a r k ly  se t  o u t  as it  w as f o r  o t h ers.  
As a resu lt  o f  MLP sh e  said :
" I  t h in k  I  h ave ch an ged  t h e w ay  I  in t e r act  w it h  in d iv id u a l p eop le  ... I  st a r t ed  
o f f  b y  t h in k in g  I  sh ou ld  deal w it h  each  p erson  in t h e  sam e  w ay  an d  t h a t  
co n sist en cy  w as t h e  r ig h t  ap p roach  b u t  m y  f e ed b ack  is t h a t 's  n o t  w h a t  
p eop le  w an t ,  t h e y  w an t  m e t o  m ove t ow a rd s t h em  an d  t h a t 's b een  q u it e  a 
sh if t  f o r  m e ..." .
Fo r  her ,  t h e  p rog ram m e m ade  a d if f e ren ce .  T h is  lin k s t o  h e r  ea r lie r  com m en t s 
ab o u t  o p en -m in d ed  peop le  be ing  m o re  lik e ly  t o  v o lu n t ee r  f o r  MLP in  t h e  f i r s t  p lace.  
I t  is r easo n ab le  t o  d r aw  t h e con clu sion  t h a t  h e r  w il l in g n ess t o  ad ap t ,  h e r  o p en -  
m in d edn ess,  g ave  h e r  t h e  op p o r t u n it y  t o  b en e f it  f r om  t h e  p ro g r am m e  in  t h e  w ay  
sh e  d id .
So , i f  som e fou n d  MLP help fu l in  r ega in in g  co n f id en ce  o r  r ed u cin g  iso la t io n ,  w e re  
t h ese  p ro b lem s a lr ead y  g en e ra lly  p re v a len t  in  t h e  Depar tm en t ,  o r  h ad  MLP it se lf  
exposed  it  in  t h ese  ind iv idua ls.  Jam es w as su re  t h is w as g en e ra l p rob lem ;  he  said :
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" . . .  t h e  o t h e r  a rea w h er e  I  d o n 't  t h in k  t h e y  a re  v e ry  g oo d  a t  g iv in g  peop le 
su p po r t  is p eop le  com in g  in  f r om  ou t sid e  and  it 's a case  o f  r ig h t ,  w e 'v e  
recru it ed  y ou  -  g e t  on  w it h  it  and  t h e y  sin k  o r  sw im  ... m y  cu r r en t  b o ss on ce 
said  t o  m e -  y ou  kn ow  t h e  f ir st  t h r ee  m on t h s w ere  h o r r ib le  ... sh e  w as in a 
h ost ile  en v ir o nm en t  w h en  sh e  w as act u a lly  in  t h e  o f f ice  an d  t h a t 's  st il l t r u e  I  
t h in k  t o  som e  d eg r ee  so  w e  a re  n o t  v e ry  g ood  a t  n u r t u r in g  and  he lp in g  
p eop le  in t h a t  sit u a t io n  -  w h ich  is a lm o st  w ell,  y ou  g o t  t o  t h a t  level -  y ou  
a re  cap ab le  o t h e rw ise  you  w o u ld n 't  h ave g o t  t h e re.  Ye s w e  g iv e  you  som e 
cou rses and  h e lp  b u t  it 's n o t  en o u g h . "
Bin n ey  e t  al ( 2 005 : 223 )  say  t h a t  " . . .  o n e  o f  t h e  sh o ck in g  f in d in g s o f  o u r  r esearch  
w as t h e  d eg ree  t o  w h ich  o rg an isa t io n s in vest  m on ey  and  e f f o r t  in  f in d in g  n ew  
lead ers and  t h en ,  o n ce  t h ey  a re  ap po in t ed ,  ab an don  t hem . . ." .  Given  t h e  co st  and  
r isk  o f  ap p o in t in g  leaders,  esp ecia lly  f r om  ou t sid e  t h e  o r g an isa t io n  as t h e  civ il 
se r v ices is d o in g  m o re  and  m ore,  t h is lack  o f  su p p o r t  is h ard  t o  u n d erst and .
So  MLP is n o t  en ough .  I f  w e  a re  t o  g e t  t h e  b est  o u t  o f  lead ers,  acco r d in g  t o  
Jam es,  t h e r e  n eed s t o  be a sy st em ic o r  cu lt u ra l ch an ge .  T h is  f i t s  w e ll w it h  w h a t  
o t h e rs h ave said  ab o u t  MLP, and  m ay  w e ll h ave sa id  ab o u t  an y  t r a in in g  o r  
d ev e lo pm en t  p rog ram m e.  As Jam es w en t  on  t o  exp la in ,
" . . .  I  t h in k  t h a t  y ou  can ' t  assum e t h a t ... t h a t ... b ecau se  ... w h ich  is w h a t  
t h e  o rg an isa t io n  does, it  assum es t h a t  b ecau se  t h ey 'v e  g o t  t o  Grad e  5 t h e y  
m u st  h ave t h ese  m iracu lou sly  a ll t h e se  f u lly  f o rm ed  lead e rsh ip  q u a lit ie s and  
a t t r ib u t es t h a t  w ou ld  en ab le  t h em  t o  f u n ct io n  . . . e r , .e r . .e r . . f u lly  f r om  t h e  
w o rd  go.  T h ey  a re  go ing  t o  be st ill learn in g  -  t h ey  a r e  g o in g  t o  n eed  
su p po r t  f r om  t h e ir  sen io r  m an agers and  f r om  t h e  o r g an isa t io n  o v e r  all i f  
t h e y  a re  t o  d eve lop  e f f ec t iv e ly  and  t o  g r ow  in t h e  j o b . "
Bu t  t h e r e  w e re  som e  in t e rest in g  in sig h t s a t  a m o re d e t a iled  level.  M ark ,  w h o  
en j o yed  h is st in t  on  MLP and  w as im p ressed  by  w h a t  he saw ,  h ad  re f lec t ed  on  h is 
exp e r ien ce  and  n ow  w on dered  w h e t h e r  it  h ad n 't  b een ,  p a r t ia lly  a t  least ,  a b it  o f  a 
d ist r act io n .
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" I t 's  o d d "  h e  sa id  " . . . t h e re w as. . . t h ere  w as a n um be r  o f  issu es ab ou t  
em o t io n a l in t e ll ig en ce  t h a t  cam e o u t  ab o u t  m e w h ich  m ay  be  w e re  r ig h t  o r  
n o t  I  d o n ' t  k n ow  bu t  t h a t 's t h e  so r t  o f  b en e f it  o f  a n o t h e r  y ea r 's  t h in k in g  
ab o u t  it . I 'm  n o t  su re  if  t h e y  w er e  t h e  m ost  f u n d am en t a lly  im po r t an t  issu es 
t h a t  I  n eed  t o  ad d ress in t e rm s o f  e it h e r  b e in g  a m o re  e f f ect iv e  m an ager  
he re  o r  ac t u a lly  h av ing  a m ore e f f ect iv e  ca ree r  so  I 'm  s lig h t ly  w o r r ied  n ow  
t h a t  a lt h o u gh  I  t h o u g h t  it  w as a rea lly  g ood  p ro g r am m e  t h a t  it  so r t  o f  m ay  
be o f f  in  slig h t ly  t h e  w rong  d ir ect io n  .. . ."
I  asked  h im  w h e t h e r  t each in g  leadersh ip  w as possib le.
" I  t h in k  I  t h in k  you  can  t each  p eop le  t o  be a lo t  b e t t e r  a t  i t ... som e  o f  t h e
f ir st  m an ag em en t  t r a in in g  I  eve r  d id  w as p a r t icu la r ly  h e lp fu l in g iv in g  m e a 
k ind  o f  f r am e o f  r e fe ren ce  ab ou t  t h in g s y ou  kn ow  a n um b e r  o f  k ind  o f  
m en t a l m ode ls ab ou t  h ow  t o  m anage,  h ow  t o  deal w it h  sit u a t io n ,  h ow  t o  
eva lu a t e  issues,  h ow  t o  crea t e  st r a t eg ies,  h ow  t o  d o  st ak eh o ld e r  an a ly se s -  
all t h ese  so r t s o f  t h in g s ... and  t h en  t h e  coach in g  h as been  g ood  r ecen t ly  in 
t h e  sen se  o f  g e t t in g  m e t o  re f lect  m o re  on  h ow  I 'v e ap p ro ach ed  id eas. "
T h is is n o t  u n lik e  Fied le r 's con t in g en cy  t h eo r y  w h ich  is ab o u t  sit u a t io n a l f a c t o r s 
t h a t  lead  t o  lead e r  an x ie t y  and  cau se t h e  lead er  t o  f a ll b ack  on  " . . .  p rev iou s 
su ccessfu l r e in fo r ced  b eh av iou r  p a t t ern s ..."  ( Fied le r  1993 : 16 ) .  M a rk  seem s t o  be 
co n fo rm in g  t o  t h a t  m odel in  t h is example^
I  asked  h im  t h en  w h a t  coach ing  added .
" An  exam p le  erm . ..and  it  r e la t es t o  t h is em o t io n a l in t e ll ig en ce  t h in g  act u a lly ,  
o n e  o f  t h e  t h in g s t h a t  y ou  know  I 'm  t h e  k ind  o f  p e rson  w h o se  f a ir ly  k ind  o f  
ana ly t ica l and  n o t  t r em en d ou sly  k ind  o f  em o t io n a l a b o u t  issu es and  ....I I I  
a rg u e  f a ir ly  p assion a t e ly  f o r  an  idea  b u t  i f  I  can  see  t h a t  it 's k in d  o f  lo st  
t h en  I 'll m ove  on t o  t h e  n ex t  o n e  and  n ev er  m ind ,  w h a t eve r . . .e rm . . . o r  i f  
w e 'r e  f acin g  a m aj o r  k ind  o f  ch an ge  o r  st a f f in g  red u ct io n s I 'll k in d  o f  f ee l 
p issed  o f f  ab ou t  it  as m uch  as t h e  n ex t  p erson  f o r  a w h ile  b u t  t h en  t h in k
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w ell w eVe  g o t  t o  do  it  so  le t 's g e t  on  w it h  it  -  w h a t  a r e  t h e  p ract ica l st ep s 
t o  m ake  it  h ap pen . "
So  w h e re  has t h e  ch an ge  in a t t it u d e  com e  f r om ?
" I  su p p o se  som e  o f  t h e  coach in g  w as ab o u t  w e ll t h in k  ab o u t  it  f r om  o t h e r  
peop le 's p e rsp ect iv e  -  w h a t  d o  som e  o f  y o u r  st a f f  f ee l a b o u t  t h is and  w ou ld  
t h e y  f ee l t h e  sam e if  t h e y  knew  t h a t  o t h e r  peop le  m ay  f ee l ex t r em e ly  
p e r so n a lly  h u r t ... i f  y ou  d o n 't  g e t  t h em  t o  w o r k  t h ro u g h  t h o se  issu es ... if  
y o u 'r e  n o t  sym pa t h e t ic  t o  t h a t  and  i f  y ou  d o n ' t  ad d r ess t h a t  p r op e r ly  t h en  
you  n ev er  m ove on  and  so  on  ...so t h e re  a re  a so r t  o f . . . t h a t  w as q u it e  good  
rea lly  so  f o r  me. I t 's o f t en  ab o u t  st op p in g  t o  t h in k  b efo re  I  ru sh  in and  
ch arg e  f o rw ard  and  see  t h a t  it 's act u a lly  p e r f e ct ly  o b v io u s w e 'v e  g o t  t o  g et  
on  w it h  t h is. "
T h is  r a t h e r  long  p iece  o f  d at a is ab o u t  som eon e  w h o  has b een  co n f ro n t ed  w it h  an  
a lt e rn a t iv e  w ay  o f  see in g  t h in g s,  n o t  u n lik e  Lu cy 's exp e r ien ce  ( y ou 'll reca ll sh e  
on ce  had  a sin g le  w ay  o f  d ea lin g  w it h  p eop le  and  f o u n d  t h a t  sh e  n eeded  t o  t a ilo r  
h e r  ap p roach  t o  in d iv id u a ls if  sh e  w as t o  m ax im ise  h e r  e f f ect iv en ess) .  I t  is 
a r g u ab le  t h a t  t h e  issu e  h e re  is m agn if ied  b y  t h e  g en d er  o f  t h e  in t e r v iew ee ;  
r esearch  has con sist en t ly  sh ow n  t h a t  w om en  lead e rs sco r e  m o re  h ig h ly  t h an  m en  
on  in t e rp e rson a l r e la t io n sh ip s ( f o r  exam p le  " w om en  m an agers,  o n  ave rag e ,  w er e  
j u d g ed  m o re  sat isfy in g  and  e f f e ct iv e  t o  w o rk  f o r  as w e ll as m o re  lik e ly  t o  g en era t e  
ex t ra  e f f o r t  f r om  t h e ir  p eop le "  Bass and  Avo lio  ( 1 997 ) ) ,  so  a m an  com in g  t o  t e rm s 
w it h  it  is o f  p a r t icu la r  in t erest .  I t  w ou ld  have been  in t e rest in g  t o  f in d  o u t  h ow  t h e  
p o in t  a ro se  in  t h e  f ir st  p lace;  I  can  t h in k  o f  seve ra l p o t en t ia l t r ig g e r  p o in t s ( t h e re  
a re  t h r ee  o r  f o u r  MLP exe rc ise s in  w h ich  in t e rp e rson a l d ea lin g  a re  key ,  f o r  
exam p le ,  each  o f  w h ich  w ou ld  have  b een  f o l low ed  up b y  a co ach  f e ed in g  b ack  t o  
Mark) .
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Con clu sio n s
T h e  Dep a r tm en t  is c lea r  t h a t  t h e ir  MLP and  I n t r od u ct io n  t o  Leade rsh ip  Prog ram m e 
a re  " .. .  h ig h ly  r eg ard ed  by  p a r t ic ip an t s and  t h e ir  m an agers an d  acr o ss W h i t e h a l l .. ."  
and  rem a in  t h e ir " . . .  f lag sh ip  lead ersh ip  d ev e lo pm en t  p r og r am m es. . . "  ( D fES 
2004 : 4 ) .  Bu t  a r ecu r r in g  t h em e ab ou t  MLP is w h a t  e x act ly  is it  abou t .  Fo r  
exam p le ,  w h a t  in  f a c t  is t h e  b a lance  be tw een  'm an ag em en t '  and  ' le ad e r sh ip '  on  
t h e  p rog ram m e;  and  d oes t h e  p rog ram m e se t  o u t  t o  ' t e a ch '  lead e rsh ip ? Clea r ly ,  
Pau l t h o u g h t  t h a t  it  w as su pposed  t o  do  so  -  o t h e rs said  t h a t  t h e  p ro g ram m e  w as 
m o re ab o u t  se lf  d eve lopm en t .
T h e  d ev e lo pm en t  cen t re  w as a m ix t u re  o f  t h e  p o sit iv ist ic  and  t h e  su b j ect iv e ;  it  p u t  
p eop le  in t o  t h e  sam e se t  o f  ex e r cises u nder  t h e  sam e co n d it io n s ( p ressu re  t o  
p rep are  an  a rgum en t ;  p ressu re  t o  ach ieve  a resu lt ;  be ing  ob served ;  k n ow led ge  
t h a t  o n e  w as in  f a c t  b e ing  assessed  w h a t eve r  t h e  D ep a r tm en t  sa id ,  even  i f  it  w as 
assessm en t  ag a in st  o n e 's ow n  po t en t ia l r a t h e r  t h an  a ssessm en t  ag a in st  a 
Depar tm en t a l st an d ard )  -  w e 'r e  b ack  t o  Fied le r 's lead er sh ip  an x ie t y  in  co n t in g en cy  
t h eo ry .  Bu t  w it h in  t h e  exe rc ises t h e r e  w as a g ood  d eg r ee  o f  la t it u d e  f o r  in d iv id ua l 
p a r t ic ip an t s t o  r eact  in  t h e ir  ow n  w ay  and  m ake  sen se  o f  t h e  t e st  in t h e ir  ow n  
t erm s.  I n d eed ,  t h a t  w as t h e  po in t ,  sin ce  t h e  u n d e rst an d in g  w as t h a t  t h e  MLP 
p ro cess w ou ld  lead  t o  se lf - d eve lopm en t .
Bu t  t h e r e  w as som e resist an ce t o  t h e  w h o le  p ro cess,  som e  re lu ct an ce  t o  g iv e  t h e  
p rog ram m e  an  u n equ ivoca l t h um bs-up .  Som e.sa id  t h a t  t h e  MLP w as 
o verw h elm in g .
I t  is p o ssib le  t h a t  t h e  Depa r tm en t  m ig h t  be f a llin g  in t o  t h e  t r ap  d escr ib ed  b y  Beer  
e t  al ( 1 990 )  o f  a t t em p t in g  t h e  doom ed  st ra t eg y  o f  im posin g  ch an g e  f r om  t h e  
cen t re .  Beer  e t  al ( 1 990 )  say  t h a t  a 'p r o g ram m a t ic  ap p r oach ',  w h ich  is 
ch ar act e r ised  b y " . . .  'co rp o r a t e  cu lt u r e ' p ro g ram m es,  t r a in in g  co u rses,  q u a lit y  
c ir c les,  and  n ew  p ay - f o r - p e r f o rm an ce"  w ill f a il an d  com pan ies sh o u ld  in st ead  f o llo w  
a ' t a sk  a lig nm en t ' ap p roach  based  on  " ...  a lig n in g  em p lo yee  ro les,  r esp on sib il it ies,
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and  re la t io n sh ip s t o  ad d ress t h e  o rg an isa t io n 's m o st  im p o r t an t  com pe t it iv e  t a sk  
..." . T h is  m ean s t h e  d r iv e r  f o r  ch an g e  is t h e  o rg an isa t io n 's b u sin ess n o t  a cen t ra lly  
d e t e rm in ed  ch an g e  p rog ram m e,  h ow ever  w e ll m ean t  and  h ow eve r  im po r t an t  t h e  
cen t re  sees it . W h e t h e r  t h e  cen t re  is w ill in g  t o  be d r iv en  by  t h e  p e r ip h e r y  is, o f  
cou rse ,  u n cer t a in .  As Beer  e t  al ( 1 990 )  p u t  i t " . . .  t h is  m ind  se t  is d if f icu lt  t o  
m a in t a in  in  an  en v ir o nm en t  t h a t  p resses f o r  q u a r t e r ly  ea rn in g s ..." , an d  t h e  civ il 
se r v ice  is n o t  im m une  f r om  t h e  sam e p ressu res.
N e it h e r  is it  su re  t h a t  r esist an ce t o  t r a in in g  sh ou ld  be eq u a t ed  w it h  n eg a t iv it y .  
Nev is ( 1 987 )  su g g est s t h a t  r esist an ce  sh ou ld  be reg ard ed  as en e r g y  t o  be 
m ob ilised ,  and  resist o r s as p o t en t ia lly  ch am p io n s o f  ch ange .  Coch  an d  Fren ch  
( 1 948 )  and  Ko t t e r  and  Sch le sin g er  ( 1 979 )  su g gest  t h a t  se t t in g  c le a r  g oa ls,  and  
in vo lv in g  and  m o t iv a t in g  t h e  w o rk fo r ce ,  h e lp s p rom o t e  t h e  r ig h t  en v ir o nm en t  f o r  
ch an ge ,  w h ich  ech o es t h e  f in d in g  in  Ch ap t e r  4  h ere ab o u t  w h a t  co n st it u t e s 
e f f ect iv e  lead ersh ip  in  t h e  c iv il se rv ice .
W h a t  w e  h ave h e re  is a cen t r a lly  g en era t ed  learn in g  and  d ev e lo pm en t  p rog ram m e 
t h a t  p eop le  f ou n d  by  t u rn s excit in g ,  u sefu l,  and  t h r ea t en in g .  I t  a lso  su r f aced  
w o r r ie s ab ou t  iso lat ion  and  con f id en ce .  I t  is ev id en ce  t h a t  MLP m akes a 
co n sid e rab le  im pact ,  p e rh aps som e t im es in u n exp ect ed  w ays.  T h e  Depa r tm en t  
w ou ld  do  w e ll t o  r ev iew  it s exp ect a t io n s o f  MLP,  co n su lt  t h o se  w h o  h ave  been  
t h r ou g h  it , an d  re-d esig n  t h e  p rog ram m e as a w h o le  so  as t o  m ee t  t h e  n eed s o f  
t h e  o rgan isa t io n  t o  h ave  e f f ect iv e ,  co n f id en t  lead e rs a t  all leve ls in  t h e  w o rk p lace ,  
w it h  m o re  t h a t  h a lf  an  eye  on  t u rn in g  resist o r s in t o  ch an g e  ch am p io n s.
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Ch a p t e r  6
C I V I L  SER VAN TS  AN D  M I N I STER S  
I n t r o d u ct io n
T h is ch ap t e r  exp lo res t h e  lead ersh ip  e lem en t s o f  t h e  r e la t io n sh ip  b e t w een  civ il 
se r van t s and  g o ve rnm en t  M in ist e r s f r om  t h e  p o in t  o f  v iew  o f  a g r o u p  o f  civ il 
se r van t s in  on e  o f f ice.  T h is  ch ap t e r  d oes n o t  se t  o u t  t o  e x p lo re  t h e  h ist o r ica l 
q u est io n  o f  t h e  ro le o f  civ il se r van t s and  g o v e rnm en t  and  h ow  t h e  ro le h as 
d eve lop ed  and  been  sh aped  o v e r  t h e  years.  T h a t  g rou n d  has b een  co vered  
com p reh en siv e ly  b y  o t h e rs,  su ch  as Hen n essey  ( 1 989 ) .  I n  t h is  r esearch  all t h e  
civ il se r van t s in t e r v iew ed  w o rked  d ir ect ly  f o r  t h e  sam e se t  o f  m in ist e r s h ead ing  t h e  
D epa r tm en t  f o r  Ed u ca t io n  and  Sk ills.  W he reas a civ il se r v an t  m ig h t  h ave a ca ree r  
o f  up  t o  4 0  y ea r s w o rk in g  f o r  o n e  d ep ar tm en t ,  a M in ist e r  t y p ica l ly  m oves 
d ep ar tm en t s e v e r y  t w o  o r  t h ree  years.  Po llit t  an d  Bou r kae r t  su g g est  t h a t  t h e  
lo n g ev it y  o f  t h e  civ il se r van t s' p osit ion ,  w h ich  is n o rm al in Can ada  an d  New  
Zealan d ,  as w e ll as t h e  UK, and  t h u s n o t  j u s t  a Br it ish  p h en om enon ,  b r in g s t h e  
b en e f it s o f  " . . .co n t in u it y  and  ... k n ow led ge  . . ."  and  t h e  d r aw b ack s o f  
" . . .con ser va t ism  and  lim it ed  b read t h  o f  v iew  . .."  ( Po lli t t  and  Bu r k ea r t  2 000 : 52 ) .  So  
t h e  qu est ion  a r ises,  w h o  leads w h om  in t h is sit u a t io n ,  o r  is lead e rsh ip  som eh ow  
sh ared ,  and  w h a t ev e r  t h e  p ract ica l o u t com es,  is t h e  r e la t io n sh ip  e x p lic it ly  o r  
im p lic it ly  ag reed? W h a t  t en sio n s a r ise  an d  h ow  a re  t h e y  reso lved ? I s t h e r e  a 
com m on ,  sh ared ,  u n d erst an d in g  o f  t h e  posit ion  am on g st  t h e  c iv il se r v an t s?
I ndeed ,  is t h e  p ract ica l r e la t io n sh ip  en sh r in ed  an yw here ;  an d  is it  t h e  sam e 
w h o ev e r  t h e  m in ist e r s and  w h o eve r  t h e  civ il se r van t s?
I t  cou ld  be argued  t h a t  civ il se r van t s a re  in  an  unu su al p osit io n  in  t h a t  t h e y  
k n ow in g ly  se t  o u t  t o  w o rk  f o r  e lect ed  p o lit ic ian s f r om  a v a r ie t y  o f  p o lit ica l st and  
p o in t s w h ils t  o f t en  h av in g  st rong  po lit ica l v iew s t h em se lv es w h ich  m ay  n o t  a lig n
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w it h  t h o se  o f  t h e ir  m in ist e r s an d  w h ich  w ill a lm o st  ce r t a in ly  f lu c t u a t e  be tw een  
be in g  c lo se  t o ,  and  d ist an t  f r om ,  t h e  p revailin g  p o lit ica l n a r r a t iv e  as Gove rnm en t s 
com e  an d  go. T h a t  is n o t  t o  say  o t h e r  w o rke rs are f r ee  f r om  e t h ica l o r  m oral 
q u est io n s,  f o r  exam p le ,  w o r ke rs in an  a rm s m an u f act u r e r  o r  a c ig a re t t e  f a c t o r y  
m ay  n o t  a lw ays f in d  it  easy  t o  com e  t o  t e rm s w it h  t h e  d i lem m as o f  t h e ir  
em p lo ym en t ;  b u t  civ il se r v an t s go  in t o  t h is t u r b u len t  and  u n cer t a in  r e la t io n sh ip  
w it h  t h e ir  eyes op en  know ing  t h is t en sion  ex ist s,  and  t h a t  it  w ill eb b  and  f low  as 
p o lit ica l p a r t ies exch an ge  p ow er  and  w hen  Gove rnm en t s f a ce  con t r o v e rsia l 
d ecisio n s.  Bu t  r ece ived  w isd om  is t h a t  o n e  o f  t h e  a t t r act io n s o f  p u b lic em p lo ym en t  
is t h a t  o f 'd o in g  g o o d ' and  o f 'h a v in g  a ben e f ic ia l e f f e c t  on  so cie t y ',  so  a re  civ il 
se r van t s a t t em p t in g  t o  b r ing  t h e ir  ow n  in f lu en ce ,  and  t h u s lead e rsh ip  on  p o licy  
issues,  t o  t h e  t ab le? I f ' y e s ' ,  w h a t  d oes t h a t  m ean  f o r  t h e  lead e rsh ip  o f  a 
d ep a r tm en t  o f  st a t e  w h ere  on e  m ig h t  ex p ect  M in ist e r s t o  lead  on  q u est io n s o f  
st r a t eg ic po licy ,  a t  least ? ( Th is asse r t io n ,  w h ich  is p ro b ab ly  a ' t a k en - fo r - g r an t ed ' 
b y  m ost  p eop le ,  is su p po r t ed  by  t h e  ev id en ce  t h a t  f o l low s. )
W h e t h e r  o r  n o t  t h a t  so r t  o f  p ersona l in f lu en ce is p r esen t  in  c iv il se r van t s,  p a r t  o f  
t h e  ro le o f  a p ub lic se r van t  is t o  exe rcise  p ro fession al scr u t in y  an d  ap p ly  t h e  
h ig h est  st an d ar d s in m at t e r s su ch  as p rob it y ,  g ood  use o f  p u b lic m on ey  and  
f a ir n ess o f  t r ea tm en t .  As Po llit t  and  Bou r kae r t  p u t  it , t h e  st u d y  o f  p ub lic 
adm in ist r a t io n ,  w h ils t  con cern ed  w it h  e f f ect iv en ess,  a lso  f o cu ses on  " . . .  d em ocracy ,  
acco u n t ab i lit y ,  eq u it y  and  p rob it y  . .."  ( Po lli t t  and  Bou rkaer t ,  2 000 : 9 ) .  T h is is, 
p erhaps,  even  m o re  im po r t an t  sin ce  t h e  re fo rm s o f  t h e  p u b lic sec t o r  t h a t  b egan  in 
t h e  1980s w h ich  se t  up  new  bod ies t o  run  p u b lic se rv ices,  su ch  as NHS T r u st s,  t h e  
Learn in g  and  Sk ills Cou n cil,  t h e  Ch ild  Su p po r t  Ag en cy  ( see  Fer lie  e t  al 1 996 : 195  e t  
seq ) .  T h is  m ean s in  t h eo r y  a t  least  t h a t  c iv il se r van t s cou ld  som e t im es be a t  o d d s 
w it h  t h e ir  m in ist e rs,  o r  a t  least  t h a t  ad v ice  on  f in an cia l o r  m an ag em en t  issu es f o r  
exam p le  t h a t  t h e y  do  n o t  w ish  t o  hear ,  m ay  have t o  be g iv en  t o  m in ist e r s.  I f  t h a t  
is r igh t ,  t h is m ean s t h a t  d isag reem en t s,  o r  even  f u lly  f led g ed  row s,  w it h  n at ion a l 
p o lit ic ian s w h o  ap p ea r  d a ily  in o u r  n ew spapers an d  on  t e le v isio n ,  a r e  p ossib le ,  
even  if  rare,  and  t h a t  su ch  d isag r eem en t s m ig h t  be on  p o licy  as w e ll a s t ech n ica l 
issu es o f  p ro fession a l j u d g em en t .  How  d o es t h a t  im p act  on  lead e rsh ip ?
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I t  is im po r t an t  t o  no t e  t ha t ,  f o rm a lly ,  civ il se r van t s a r e  n o t  su p posed  t o  he lp  
m in ist e r s w it h  w o rk  t h a t  is e it h e r  p a r t y  p o lit ica l b u sin ess o r  co n st it u en cy  bu siness.  
T h is  p ro v id es a b u f f e r  t h a t  sh ou ld  keep  civ il se r van t s aw ay  f r om  d ay - t o -d ay  
p o lit ica l co n t ro v e rsy  and  a llow  an y  co n f lic t  t h a t  m ay  o ccu r  t o  b e  p layed  o u t  w it h in  
t h e  b ou n dar ies o f  d ep ar tm en t a l r esp on sib il it ies and  w it h in  t h e  co n st it u t io n a l 
r esp on sib i l it ie s o f  Gov er nm en t  and  Par liam en t .  I n  d iscu ssin g  w o r k  w it h  m in ist e r s 
o r  w it h  Par liam en t ,  civ il se r van t s a re  f r eq u en t ly  r efer red  t o  as 'o f f ic ia ls '  in  o rd e r  t o  
d ist in g u ish  t h em  f rom  'm in ist e r s'.  T h a t  u n d er lin es t h e  sep a ra t io n  b e tw een  'o f f ic ia l'  
b u sin ess and  'p o li t ica l '  b u siness.
T h e re  is v e r y  lit t le  w r it t en  sp ec if ica lly  ab ou t  t h e  re la t io n sh ip  b e tw een  M in ist e r s and  
t h e ir  o f f icia ls.  Th e r e  a re  cod es o f  co n d u ct  f o r  bo th  w h ich  w ill be re f e r en ced  in t h is 
ch ap t e r ,  b u t  t h e y  a re  ab o u t  e t h ics and  b eh av iou r  and  con cern  issu es o f  lead e rsh ip  
o n ly  t an g en t ia lly .  T h e  b est  read ,  by  f ar ,  is Gera ld  Kau fm an 's " H ow  t o  be a 
M in ist e r " ,  f i r st  w r it t en  in 1980  sh o r t ly  a f t e r  M r  Kau fm an  ceased  be in g  a Lab o u r  
Gov e rnm en t  M in ist e r ,  b u t  o n e  has t o  read  be tw een  t h e  lin es in  w h a t  is v e r y  m uch  
a p e rson a l a cco u n t  an d  b y  no m ean s an  academ ic book .  A  g ood  ex am p le  is
" H ow ev e r  y ou  [ ie. a M in ist er ]  t r ave l,  and  w h a t eve r  y o u r  p u rp ose ,  y o u  w ill be 
accom p an ied  by:  o n e  Pr iva t e  Secr e t a r y ,  ca r r y in g  in h is an o n ym ou s 
g o v ernm en t - issu e  b row n  o r  b lack  leat h e r  b r ie f case ,  t h e  b r ie f in g  f o r  y o u r  t r ip  
( w h ich  he w ill p ress u pon  you  t h e  m om en t  y ou  g e t  in t o  t h e  ca r ) ,  h is Ed 
M cBa in  novel and  h is m ob ile  t e lep h on e  t o  w h ich  he w ill a p p ea r  in d isso lu b ly  
a t t ach ed  as if  b y  p ro st h e t ic su rg ery ;  o n e  o f f icia l f r om  t h e  re le van t  p o licy  
d iv isio n ,  ca r r y in g  in h is an on ym ou s g o v er nm en t - issu e  b row n  o r  b la ck  
lea t h e r  b r ie f case ,  his cop y  o f  t h e  b r ie f in g  p lu s vo lu m in o u s f i le s t o  am p lif y  
t h is i f  n eeded ,  t o g e t h e r  w it h  t h e  co llect ed  w o rk s o f  Ossian  w h ich  he  h as 
b r o u g h t  t o  read  f o r  p leasu re;  and  o n e  Press O f f ice r ,  w h o  w ill h ave  b r o u g h t  
w it h  h im  n o t h in g  b u t  a cop y  o f  t h e  Daily Mail, so  t h a t  y o u  w ill h av e  t o  t a ke  
p it y  on  h im  and  a llow  h im  t o  read  t h e  fu ll se t  o f  d a ily  n ew sp ap e r s y o u  h ave 
had  b r o u g h t  a long .  Th ese  t h r ee  w ill con v er se  w it h  each  o t h e r  a b o u t  civ il 
se r v ice  m at t e r s,  pay ing  no a t t en t io n  t o  y ou  and  t h u s le t t in g  y ou  g e t  o n  w it h
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your Ed  McBain .  Sin ce  you  a re  t h e  m in ist e r  y ou  w ill ca r r y  n o t h in g . "  
( Kau fm an n  1997 : 131 )
W ou ld  y ou  say  t h a t  'ca r r y in g  n o t h in g ' im p lied  a ce r t a in  au t h o r it y ,  a ce r t a in  
a lo o fn ess t h a t  sig n if ie s i f  n o t  an  ou t - an d - o u t  lead e r  t h en  ce r t a in ly  a su p e r io r it y  o f  
t h e  so r t  a lead e r  m ig h t  en j o y? I n  Kau fm an 's am u sin g  acco u n t  h as he d e lib e ra t e ly ,  
o r  accid en t a lly ,  id en t if ied  som e  o f  t h e  t r ap p in g s a m in ist e r  e n j o y s t h a t  p u t s h im  o r  
h e r  a t  o n ce  in  t h e  ca t eg o ry  o f  lead er  r a t h e r  t h an  f o l low e r? W h a t  is f ascin a t in g  
ab o u t  t h is e x ce r p t  f r om  h is b ook  is t h a t  it  is as t r u e  t o d ay  a s it  w as 30 y ea r s ag o  -  
ex cep t  p e rh ap s t h a t  w it h  m odern  com m u n ica t io n s t h e  p ress o f f ice r  w ou ld  be 
reg arded  n ow  as a lu xu ry ,  w h o  cou ld  be co n t act ed  b y  t h e  m ob ile  p h on e  t h a t  
Kau fm an  r ig h t ly  says is eve r  p resen t .
W h o  le a d s a  G o v e r n m e n t  d e p a r t m e n t ?
W ho  act s as lead er  in  a Gove rnm en t  Depar tm en t ,  and  how ,  i f  t h e y  a re  d if f e ren t ,  
d oes t h e  lead e rsh ip  ro le f o r  sen io r  c iv il se r van t s lin k  t o ,  o r  o ve r lap  w it h ,  t h e  
lead ersh ip  ro le f o r  M in ist e rs?
W it h  h is w ea lt h  o f  exp er ien ce ,  Gare t h  had  som e  v e r y  c le a r  ideas.
" I  t h in k  [ o f f ic ia ls and  M in ist er s]  o n ly  com e t o  lo g g er h ead s ... if  t h e  sen io r  
civ il se r van t  a t t em p t s t o  e x e r t  lead ersh ip  ... in  a w ay  t h a t  co n f lic t s w it h  t h e  
M in ist e r s ' leg it im a t e  expect a t io n s" .
T h a t  seem s st ra ig h t f o rw ard ,  b u t  w h o  d e f in es ' le g it im a t e  e x p ect a t io n s' h e re? I s it  a 
p h rase  t h a t  a n y  civ il se r v an t  cou ld  be expect ed  t o  u n d erst an d  and  d e f in e  in a 
sin g le  w ay? O r  is it  p a r t  o f  t h e  cu lt u re  o f  g o v ernm en t ,  a cu lt u r e  t h a t  sh if t s and  
evo lves o v e r  t im e  ( see Po llit t  and  Bou rkaer t  2 000 : 137 ,  and  t h e  d iscu ssion  a t  t h e  
end  o f  t h is  chap t er ) .
Garet h  h im se lf  g oes on  t o  p u t  som e f lesh  on  t h e  bones:
" I t  seem s t o  m e t h a t  M in ist e rs have  lead ersh ip  in t w o  d ir ect io n s,  o n e  o f  
t h em  is leadersh ip  in t h e ir  D e p a r t m e n t ... t h e  Civ il Se r v ice  w an t s a Secr e t a r y
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o f  St a t e  w h o  m akes it  c lea r  t o  t h em  w h a t  it  is he w an t s an d  w h a t  he w an t s 
y ou  t o  do ,  [ and  t h e  o t h e r  is t h e ]  en o rm ou sly  im p o r t an t  [ t a sk  o f ]  in fo rm ing ,  
sh ap in g ,  g u id in g  p ub lic d eb a t e  and  g iv in g  som e  st ru ct u r e  t o  it . I t  is a v e ry  
hard  r o l e ..."
So  t h e r e  a re  in t erna l and  ex t e rna l r o les,  b u t  bo t h  a re  p ro b lem at ic.  I n  t h e  f ir st  ro le, 
Gare t h  seem s t o  be say in g  t h a t  M in ist er s m u st  be c lea r  ab o u t  w h a t  it  is t h ey  w an t  
t h e  civ il se r v ice  t o  do ,  b u t  t h e r e  is a p resum p t io n  t h a t  M in ist e r s m u st  st op  sh o r t  o f  
m an ag in g  t h e  det ail.  Every  Gove rnm en t  D epa r tm en t  has a Pe rm an en t  Secr e t a r y  
w h o  is r esp on sib le ,  a b it  l ike a CEO in a p r iva t e  com pan y ,  f o r  ach ie v in g  t h e  ag reed  
p o licy  ob j ect iv es f o r  t h e  Depar tm en t ,  and  f o r  co r p o ra t e  a f f a ir s su ch  as st a f f in g  and  
f in an c ia l m a t t er s.  Bu t  w h e re  ex act ly  d oes t h e  m in ist e r ia l r o le  st op ;  an d  t o  w h a t  
e x t en t  d oes t h e  M in ist e r 's in vo lv em en t  am ou n t  t o  lead e rsh ip ?
Th e re  a re  som e ru les t h a t  a re  c lea r ly  se t  o u t  on  t h e  M in ist e r ia l Co de  o f  Con du ct ;  
f o r  ex am p le  t h is p assage  w h ich  is t h e  f ir st  in t h e  sect io n  h eaded  M in ist e r  and  Civ il 
Servan t s:
" M in is t e r s have a d u t y  t o  g iv e  f a ir  con sid e ra t io n  and  d u e  w e ig h t  t o  in f o rm ed  
and  im par t ia l ad v ice  f r om  civ il se r van t s,  as w e ll as t o  o t h e r  co n sid e r a t io n s 
and  adv ice ,  in  r each in g  p o licy  d ecision s;  a d u t y  t o  u p h o ld  t h e  p o lit ica l 
im p a r t ia lit y  o f  t h e  Civ il Se rv ice ,  and  n o t  t o  a sk  civ il se r v an t s t o  a c t  in  an y  
w ay  w h ich  w ou ld  co n f lic t  w it h  t h e  Civ il Se rv ice  Code;  a d u t y  t o  en su re  t h a t  
in f lu en ce  o ve r  ap p o in tm en t s is n o t  ab u sed  f o r  p a r t isan  p u rp oses;  and  a d u t y  
t o  o b ser ve  t h e  ob l ig a t io n s o f  a g ood  em p lo ye r  w it h  r egard  t o  t e rm s and  
co n d it io n s o f  t h o se  w h o  se rve  t h em .  Civ il se r van t s sh ou ld  n o t  b e  ask ed  t o  
en g ag e  in  act iv it ies lik e ly  t o  call in  t o  q u est io n  t h e ir  p o lit ica l im pa r t ia lit y ,  o r  
t o  g iv e  r ise t o  t h e  cr it ic ism  t h a t  p eop le  paid  f r om  p u b lic f u n d s a re  be ing  
u sed  f o r  Par t y  po lit ica l p u rp o ses"  ( Code  2005 : 12 ) .
T h is se t s som e  g rou n d  ru les b u t  it  d o esn ' t  ad d ress t h e  h ea r t  o f  t h e  lead e rsh ip  
issue.  M in ist e rs cou ld  m eet ,  o r  fa il t o  m eet ,  t h ese  req u ir em en t s and  st il l b e  leaders,  
o r  not .
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I n  t h e  secon d  ro le,  t h e  pub lic d eb a t e  ro le,  w e  com e  up  ag a in st  an  issu e  t h a t  
ap p ears u n con t ro ve rsia l,  e x cep t  w h en  t h e  c ir cum st an ces a re  ex cep t io n a l.  I f  t h e  
civ il se r v ice  is t o  r em a in  neu t ra l and  p ro fession a l,  h ow  fa r  can  civ il se r v an t s go  in 
p ub lic t o  g iv e  an  op in io n ,  o r  in v it e  d iscu ssion ? T o  go  t o o  f a r  r isk s u n d erm in in g  t h e  
p ro fession a l n eu t ra l it y  o f  t h e  civ il se rv ice .  So  is t h is a lead e rsh ip  ro le  t h a t  is 
r ese rved  ex clu siv e ly  f o r  M in ist e rs? I t  is n o t  q u it e  t h a t  sim p le ,  h ow ever .  Let  m e 
g iv e  tw o  exam p les.  W hen  an  e lect io n  is ca lled ,  in st ru ct io n s a re  issu ed  t o  a ll civ il 
se r van t s ab o u t  w h a t  t h e y  can  and  can ' t  d o  in  t h e  per iod  lead in g  up  t o  v o t in g .  I n  
t h e  case  o f  a g enera l e lect io n ,  t h e  civ il se r v ice ,  f o r  a pe r iod  o f  f o u r  o r  f iv e  w eeks 
up  t o  po llin g  day ,  m u st  do  ev e ry t h in g  req u ired  t o  k eep  n o rm a l Go v e rnm en t  
b u sin ess ru n n in g  sm oo t h ly  b u t  can ' t  do  an y t h in g  t h a t  m ig h t  b e  seen  as 
ad v an t ag eo u s t o  one  o f  t h e  po lit ica l p a r t ies in vo lv ed  ( so  p rom o t in g  t h e  t a k e  up  o f  
T V  licen ces w ou ld  be f in e  sin ce  t h a t  is d ay - t o -d ay  b u sin ess and ,  o n ce  t h e  licen ce  . 
f ee  co st  is se t t led ,  is n o t  con t ro ve rsia l,  b u t  c iv il se r van t s co u ld n 't  p r om o t e  a p ub lic 
co n su lt a t io n  on  an  a rea  o f  n ew  p o licy  -  t h e  la t t e r  m ig h t  be seen  as p rom o t in g  t h e  
ex ist in g  g ove rn in g  p a r t y  b y  ad van cin g  it s ow n  p o lit ica l ag en d a  a t  t h e  ex p en se  o f  
o t h e r  p a r t ies con t est in g  t h e  e lect io n ) .
T h e  secon d  exam p le  is t h e  p u b lic r ow  betw een  M ichael How ard ,  t h en  Hom e 
Secre t a r y ,  and  D e rek  Lew is,  Head  o f  t h e  Pr ison  Serv ice .  On  13 May  1997 ,  in  t h e  
f in a l d ays o f  t h e  Con ser va t iv e  adm in ist r a t io n ,  a cr it ica l in q u ir y  in t o  a se r ie s o f  
p r ison  escapes w as pub lish ed .  M ichael How ard  had  so u g h t  t o  d ist an ce  t h e  
Go ve rnm en t  f r om  t h is ep isod e  by  b lam in g  t h e  p r ison  se rv ice .  I n  a t e le v isio n  
in t e r v iew  w it h  Je rem y  Paxm an , M r  How ard  w as asked  t w e lv e  t im es w h e t h e r  he 
had  " . . .  t h r ea t en ed  t o  o ve r r u le  . .."  M r  Lew is,  b u t  o n  each  o ccasio n  rep lied  t h a t  h e  
" d id  n o t  o ve r r u le  h im " ,  t h u s avo id in g  t h e  w o rd  " t h r ea t en "  (W ik ip ed ia  2 007 ) .  T h is  
w as seen  b y  som e a t  t h e  t im e  t o  be t h e  Hom e Secr e t a r y  d e lib e ra t e ly  avo id in g  
d ea lin g  w it h  t h e  qu est ion  o f  a m in ist e r  ex e r cisin g  au t h o r it y  w h e r e  h e  h ad  n on e  -  
by  seek in g  t o  m anage,  in  t h is in st an ce  a t  least ,  an  ag en cy  u n d e r  t h e  con t ro l o f  a 
c iv il se r van t .  Th e r e  w as an  exp l ic i t  con t r ad ict io n  in h ow  each  had  in t e r p r e t ed  t h e  
sco p e  o f  t h e ir  r esp on sib il it y  w h ich  h in ged  on  t h e  con f u sion  t h a t  ex ist ed  o v e r  t h e  
e x t en t  o f  M r  Lew is' au t ho r it y .  W as t h e  m in ist e r  in t h is case  cro ssin g  t h e  lin e
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be tw een  t h e  tw o  m en 's leg it im a t e  au t h o r it ies,  o r  d id  t h e  m in ist e r 's r em it  r un  as f a r  
as he ch ose  t o  run  it ? T h is is ex act ly  t h e  d ilem m a t h a t  Fe r lie  e t  al ( 1 996 )  d iscu ss.
I t  is a lso  d eb a t ab le  j u s t  h ow  su ccessfu l M in ist e r s h ave been  in  sh if t in g  
resp on sib il it y  f r om  w h a t  t h ey  m ay  seek  t o  p osit ion  as p o licy  f a ilu r e ,  ( see  Cla r k e  
and  New m an  ( 1 997 : 144 ) ,  a lt h ou gh  t h ey  add  t h a t " . . .  t h e  d om in an t  t e n d en cy  has 
been  t o  d ep o l it ic ise  d ecisio n  m ak in g  t h r ou g h  t h e  d isp e rsa l o f  p ow e r  t o  
m an ag er ia l ly  con t ro lled  o rgan isa t io ns. . . " ) .  T h e  p o lit ician ,  M r  How ard ,  w on  t h e  
a rg um en t ,  o f  cou rse ,  w h ich  is a lesson  f o r  all c iv il ser van t s.
So  h ow  f a r  d o  M in ist e r s go  in set t in g  t h e  d et a il,  and  w h a t  d oes t h is  m ean  f o r  
lead e rsh ip  in  t h e  civ il se rv ice?
W hen  t h e  Lab ou r  Gove rnm en t  w as e lect ed  in  1997  t h e y  cam e t o  p ow er  w it h  som e  
p o lic ies p re t t y  w ell w o rked  ou t .  Fo r  exam p le ,  in  o p p o sit io n  t h e y  had  w r it t en  a 
p am ph le t  on  t h e  New  Deal w h ich  g ave  a f a ir  am o u n t  o f  o p e r a t io n a l d e t a il ab o u t  
h ow  t h e  m ain  p rog ram m e f o r  y ou ng  p eop le  w as t o  run  ( eg  t h e  Em p lo ym en t  
Ser v ice  r a t h e r  t h an  t h e  T ra in in g  and  En t e r p r ise  Co u n cils w o u ld  run  it ) .  I n  t h o se  
ci r cum st an ces it  m ig h t  be said  t h a t  t h e  v isio n  w as g iv en  b y  M in ist e r s d ow n  t o  a 
p re t t y  low  level o f  det a il.  Bu t  as Pau l t o ld  m e,  t h is w asn ' t  t h e  case  f o r  som e  o f  t h e  
o f f - sh oo t s f r om  New  Deal.  He said
" I  p layed  q u it e  a st r o n g  p a r t ... g o in g  t o  M in ist e r s an d  say in g  loo k ,  t h is  is 
h ow  you  can  do  it  if  y ou  w an t  t o  ach ie ve  t h ese  o b j e ct iv es ... t h e  so r t s o f  
se rv ices y ou  n eed  t o  p u t  in p lace  a re  t h ese ,  t h e  key  o r g an isa t io n s y o u  n eed  
t o  b r in g  on  board  a re  t h ese ,  t h e  am o u n t  o f  m on ey  it  is g o in g  t o  co st  y o u  is 
t h is,  h e re  a re  t h e  op t io n s you 'v e  g o t  a rou n d  f o r  f le x in g  i t ...
W h ich ,  Pau l sa id ,  le f t  h im  a c lea r  leadersh ip  ro le.  T h is  is an  ex am p le  o f  M in ist e r s 
se t t in g  t h e  o ve ra ll ag enda  and  o f f ic ia ls ad d in g  a lo t  t o  t h e  d eb a t e  a t  a h igh  leve l o f  
det ail.  How ever ,  Rosa lie  t o ld  m e ab ou t  a d an g e r  in t h is ap p roach ;  sh e  w arn ed  t h a t  
m in ist e r s m ig h t  j u st :
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" . . .  e x p ect  us t o  do  it  and  i f  it 's r ea lly  d if f icu lt ,  o r  i f  it 's r ea lly  e xp en sive  w e 
can  t r y  and  ad v ise  t h em  [ o f  t h e  d an gers]  b u t  t h ey  d o n ' t  h ave t h a t  sam e 
sen se  o f  r e sp on sib il it y  t h a t  a m an ager  o f  a com p an y  o r  a ch a r it y  o r  
w h a t ev e r  h as b ecau se  w e  have t h a t  so r t  o f  sep a ra t io n  b e tw een  civ il 
se r van t s do in g  t h e  w o rk  and  m in ist e r s com ing  up  w it h  t h e  id eas. "
T h is is n ow  a com p lex  se t  o f  in t eract ion s.  On e  t h e  on e  h and  Pau l is say in g  t h a t  he 
re lished  t h e  op p o r t u n it y  t o  g o  t o  m in ist e rs w it h  so lu t io n s t o  t h e ir  p rob lem s b u t  on  
t h e  o t h e r  hand ,  Rosa lie  sa id  t h a t  m in ist e r s cou ld  n o t  be ex p ect ed  t o  ex e rc ise  t h e  
sam e d i lig en ce  t h a t  m ig h t  be f ou n d  in a lead er  in t h e  p r iva t e  o r  v o lu n t a r y  sect o r .
I s Pau l en erg ised  b y  t h e  f o rm er  and  Rosa lie  w o r r ied  by  t h e  la t t e r? T h e y  a re  c lea r ly  
n o t  m u t u a lly  exclu siv e ,  bu t  a re  bo th  co n d it io n s in ev it ab le ,  o r  com m on - p lace? Pau l 
is a ca ree r  c iv il se rvan t ,  Rosa lie  a recen t ,  b u t  sen io r ,  ap p o in tm en t  f r om  ou t sid e  t h e  
p ub lic se rv ice .  I t  is p o ssib le  t o  co n clu d e  on  t h is ev id en ce  t h a t  t h e  t w o  see  w h a t  is, 
essen t ia lly ,  t h e  sam e op po r t u n it y ,  in  su ch  com p le t e ly  d if f e r en t  w ay s,  b ecause ,  as a 
n o n - ca ree r  civ il se r van t ,  Rosa lie  had  an  a lt o g e t h e r  d if f e r en t  se t  o f  p r io r it ies and  
r isk s in  m ind  w h en  f aced  w it h  t h ese  circum st an ces.  T h is  is, o f  cou r se ,  Po llit t  and  
Bou rkaer t 's ( 2 000 )  p o in t  ab o u t  p rob it y .  I s Pau l so  a t t u n ed  t o  t h a t  issu e  t h a t  it , f o r  
h im , is im p licit ,  o r  is he being  a b it  cava lier?
Bu t  Pau l ag reed  w it h  Ga re t h 's p o in t s ab o u t  se t t in g  st r a t egy :
" . . .  w e  a re  v e ry  ra re ly  ab le  t o  d eve lop  a com p le t e ly  n ew  ag en d a  o f f  a b lan k  
p iece  o f  p a p e r ... [ w e can 't  do ]  t h e  Richard  Bran son  t y p e  o f  t h in g .  T h e r e  
h as been  an  odd  o ccasion  w h en  t h a t  w as p ossib le ,  y ou  co u ld  t h in k  b ack  t o  
[ a p rev iou s Perm an en t  Secret a ry ]  w h en  t h e r e  w as a p er io d  w h en  it  w as 
t r u ly  p o ssib le  b u t  I  t h in k  it  is a lso  in t e rest in g  t h a t  w h en  t h a t  d o es h appen  
t h e  Governm en t  even t u a lly  g e t s u n com fo r t ab le  w it h  it . "
I  w o n d e r  w hy  Pau l say s 'Go v e rnm en t ' here,  r a t h e r  t h an  'm in ist e r s'? T h e  t w o  t e rm s 
a re  in t e r ch an g eab le  a t  o n e  level,  b u t  in t h is co n t ex t  Pau l is say in g  t h a t  t h is 
d iscom fo r t  w en t  w id e r  t h an  d ep ar tm en t a l m in ist e r s.  Su re ly  t h is  is civ il se r van t s
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pu sh in g  hard  a t  t h e  lim it  o f  t h e ir  lead ersh ip  ro le  and ,  p e rh ap s,  g o in g  b eyon d  t hem .  
Pau l im p lie s t h is d o esn 't  h ap pen  m uch  now .
A  com m on  t h em e  w as t h a t  all t h is d ep en d s on  t h e  m in d se t  o f  M in ist er s.  Pau l 
co n t rast ed  tw o  recen t  Secr e t a r ies o f  St at e.  I n  t h e  case  o f  o n e  o f  t h em ,  h e  said
" .. .  y ou  kn ew  w h o  w as t h e  leader  and  you  knew ,  w h e t h e r  y o u  liked  it  o r  not , 
y ou  w er e  d o in g  w h a t  t h e y  t o ld  y o u . "
Rosa lie  p u t  it  g raph ica lly :
" . . .  t h e y  j u s t  t en d  t o  f lo a t  in  and  say  w e 'r e  g o in g  t o  g o  t o  'X '  even  if  w e  w ere 
go in g  t o  'Y '  last  t im e . "
An d  Lyd ia ag reed :
" . . . I  d o  say  react  r a t h e r  t h an  t a k e  con t ro l b ecau se  I  t h in k  w e  d o  t en d  t o  
r eact  t o  [ M in ist er s]  r a t h e r  t h an  t r y  and  lead  t h e  d ir e c t io n . "
Ca t h e r in e  m ade t h e  sam e p o in t  ( con t rast in g  t h e  sam e tw o  Secre t a r ie s o f  St a t e )  
b u t  ad d ed  t h a t  t h a t  in f lu ence d id n 't  sp read  t o  m o re  j u n io r  m in ist er s:
" . . .  t h e  leadersh ip  d oes com e f rom  t h e  Secr e t a r y  o f  St a t e .  Yo u  a lw ays f eel 
y ou 'r e  w o rk in g  in  t h e ir  D epa r tm en t  w it h  t h e ir  p r io r it ies ... I  w o rk ed  t o  [ a 
j u n io r  m in ist e r ]  b u t  he is d o in g  t h e  Secre t a r y  o f  St a t e 's b id d in g  so  I  d o n 't  
t h in k  he g iv es leadersh ip ,  as such .  I  t h in k  he is t h e  m an ag e r . "
I f  t h e  Secr e t a r y  o f  St a t e  is t h e  leader ,  and  t h e  j u n io r  m in ist e r  t h e  m an ager ,  t h en  
w h a t  ro le d oes t h a t  leave f o r  t h e  civ il se r van t ? An yw ay ,  a co n sen su s a t  a h igh  
leve l is em erg in g .  I  w ill lo ok  a t  w h a t  it  m eans in  m o re  d et a il la t e r  in  t h is chap t er .
A  com p lica t in g  f a c t o r  is t h e  sp eed  w it h  w h ich  m in ist e r s com e and  go .  T h e  
d ist in ct io n  w it h  t h e  p r iva t e  sect o r  is n o t  t h a t  t h e y  do  n o t  h ave  ch an g e  a t  t h e  t op ,  
b u t  t h a t  in  n a t io n al p o lit ics,  ch an g e  is n o t  o n ly  m uch  m o re  f r e q u en t  b u t  w h en  
w h o le  Go ve rnm en t s ch an ge  it  can  be v e r y  d isru p t ive .  Ca t h e r in e  again :
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" I  m ean  it 's so  sh o r t  t e rm  and  y ou  can  list en  t o  t h em  and  y ou  t h in k  w e ll,  in 
a y ea r 's t im e  y ou  w o n 't  be h ere and  it  w ill b e  som ebo d y  e lse  and  t h a t  can  
be a k ind  o f  e lem en t  o f  cyn ic ism ,  can 't  it ?"
I f  t h a t  a lso  lim it s t h e  resp on sib il it y  t h a t  M in ist e r s can  be exp ect ed  t o  b ear  
p e rson a lly  it  m u st  co r r esp on d in g ly  in crease  t h e  resp on sib il it y  o f  t h e  c iv il se r v ice  t o  
act  in  t h e  long  t e rm  in t e rest  o f  pub lic g ood  -  as d e f in ed  b y  M in ist e r s b u t  in f lu en ced  
by  p ro b it y  and  f a irn ess.  Fo r  exam p le ,  all b u t  v e ry  sh o r t - t e rm  ex p en d it u r e  w ill o n ly  
sh ow  a p osit iv e  o r  n eg a t iv e  ret u rn  u n d er  a su b seq u en t  Secr e t a r y  o f  St a t e ,  o r  even  
a su b seq u en t  g o vernm en t ,  so  som e f in an cia l r esp on sib il i t y  f a lls  t o  t h e  civ il se r v ice  
w h e t h e r  o r  n o t  t h e y  f avou red  m ak ing  t h e  ex p en d it u re  in t h e  f ir s t  p lace.  As Rosa lie  
p u t  it:
" . . . it 's r ea lly  n ice i f  y ou  can  j u s t  m ake  d ec is io n s and  t e ll p eop le  t o  d o  t h in g s 
w it h o u t  h av in g  all t h a t  r esp on sib il it y  and  all t h a t  acco u n t ab ili t y  ... I  t h in k  
t h a t  d o es m ean  t h a t  d ecisio n s a re  m ade  b ad ly . "
T h is p o in t  ab o u t  civ il se r van t s r esp on sib il it y  f o r  p ro b it y  in p u b lic f u n d in g  is co ve red  
in t h e  M in ist e r ia l Code  w h ich  says
"H ead s o f  Depar tm en t s and  t h e  ch ie f  ex ecu t iv es o f  e x ecu t iv e  ag en c ie s a re  
ap p o in t ed  as Accou n t in g  O f f ice r s.  T h e  essen ce  o f  t h e  ro le  is a p e rson a l 
r esp on sib i l it y  f o r  t h e  p rop r ie t y  and  reg u la r it y  o f  t h e  p u b lic f in a n ce s f o r  w h ich  
he o r  sh e  is r esponsib le ;  f o r  k eep in g  p rop er  accou n t s;  f o r  t h e  a v o id an ce  o f  
w ast e  and  ex t ravag an ce ;  and  f o r  t h e  e f f ic ie n t  and  e f f e ct iv e  u se  o f  
r e sou rces. "  ( Code  2005 : 12 )
Th e  Cod e  g oes on  t o  se t  o u t  w h a t  h ap pen s i f  t h e r e  is a co n f lic t  w it h  M in ist e r s,  and  
m akes it  c le a r  t h a t  in t h e  end  M in ist e r s w ill p revail,  b u t  t h e  c iv il se r v an t  m u st  
r epo r t  t h e  f act s,  t o  r eg ist e r  t h a t  t h ey  do  " .. .  n o t  b ear  p e rsona l r e sp o n sib il i t y  f o r  t h e  
act io n s con ce rn ed  . .."  ( Code  2005 : 12 ) .
So  if  t h e r e  is a r esp on sib il it y  d e f ic i t  w it h  M in ist e rs,  w h ich  civ il se r v an t s m u st  h e lp  
f i l l,  w h a t  d o es t h a t  say  ab ou t  lead ersh ip  in  t h e  civ il se r v ice? I t  is c le a r  t h a t  t h e
145
in t e r v iew ees recog n ise  t h e  issu e  and  d o n 't  seem  ove r ly  co n cer n ed  by  it  -  so  is p a r t  
o f  t h e ir  lead ersh ip  ro le t o  em b race  t h is com p lex it y  and  st ee r  t h em se lv es and  t h e ir  
s t a f f  t h ro u g h  an y  d if f icu lt ie s t h a t  it  cou ld  cau se? Cer t a in ly  t h ese  com p lex it ie s are 
long  st an d in g ,  w e ll k n ow n ,  and  expect ed  ( Po llit t  and  Bou rkaer t  2000) .
On  t h e  o t h e r  h and ,  sin ce  p o lit ic ian s are e lect ed ,  t h e y  ca r r y  an  au t h o r it y  t h a t ,  say ,  
an  ap p o in t ed  CEO can n o t  ev e r  have. An d  t h a t  is n o t  j u s t  t h e  au t h o r it y  o f  su ccess 
a t  t h e  po lls,  b u t  au t h o r it y  bo rn  o f  t h e  p o lit ic ian s' r ap p o r t  w it h ,  an d  u n derst an d in g  
o f ,  t h e ir  con st it u en t s and  t h e ir  co n st it u en t s'  p rob lem s and  p r io r it ies.  Ca t h e r in e  
w o rk ed  som e o f  t h e  t im e  f o r  a m in ist e r  lead in g  on  you t h  p o licies;  sh e  said :
" . . .  [ t h e  m in ist er ]  u n derst an d s t h e  issu es b ecau se  h e 's g o t  a b ack g ro u n d  in 
y ou t h  w o r k  and  t h e  v o lu n t a r y  sect o r  w o r ld  ... w h en  h e  g e t s o u t  t h e r e  t a lk in g  
t o  p eop le  h is p assion  and  com m itm en t  com e t h ro u g h  ... t h e y  t r u st  h im  and  
b e lieve  h im ."
So  t h e  m in ist e r  ca r r ies t h a t  in d irect ,  pub lic,  au t h o r it y  w it h  h im  in t o  m ee t in g s w it h  
o f f ic ia ls,  and  o f f ic ia ls a r e  in f lu en ced  b y  it  w hen  t h e y  m ake  r ecom m en da t io n s.  Bu t  
t h a t  d o esn 't  im pact  on  lead ersh ip  d oes it ? O r  d o es t h e  k n ow led g e  t h a t  t h e  
M in ist e r  ca r r ies a sig n if ican t  w e ig h t  o f  e x p e r t  p u b lic o p in io n  m ean  h is lead ersh ip  is 
u n d er lin ed  -  o r  even  ex t end ed?
Jam es b r ou g h t  an  a lt e rn a t iv e  perspect ive :
" . . .  it 's b ack  t o  Macm illan 's p o in t  ab o u t  w h en  he w as ask ed  t h e  g r ea t e st  
t h in g  t h a t  in f lu enced  w h a t  he d id  and  he said  " Ev en t s d ea r  boy ,  e v e n t s " -  
and  y ou  kn ow  - w h a t  w as t h e  1997  Lab o u r  Par t y  m an if est o  p led g ed  on  
I r aq ? Z ip p o  -  it  w asn 't  t h e r e . "
W h ilst  t h is is se lf  ev iden t ,  it  is a lso  v e ry  im po r t an t .  I n  co n t r a st  t o  t h e  d et a il in  t h e  
1997  New  Deal p lan s,  all m in ist e rs f ace  d ea lin g  w it h  'e v e n t s '  f o r  w h ich  t h e r e  is no 
p lan ,  no  det a il.  As Jam es says:
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" T h in g s com e up  t h a t  t h e y  need  ad v ice  an d  h e lp  on  -  t h e y  w ill h ave t h e ir  
id eas and  t h ey 'l l h ave a st ar t in g  p o in t  p e rh ap s b ecau se  w h e re  t h e y  k ind  o f  
. . . .com ing  f r om  in po lit ica l p h ilo sop h y  t e rm s bu t  t h e y  w o n 't  h ave a d et a iled  
w o rked  t h r ou g h  p lan  . .."
Jam es w as ab le  t o  g iv e  a pa r t icu la r  e xam p le  o f 'e v e n t s '  in  h is p o licy  area:
" .. .  t h e  ch an g e  f r om  TECs t o  Learn in g  an d  Sk il ls Cou n cils,  w e ll p a r t  o f  t h a t  
w as a po lit ica l im pera t iv e  b u t  p a r t  o f  it  w as b ecau se  [ a m in ist e r ]  g o t  p issed  
o f f  w it h  t h e  TECs b ecau se  o f  a p a r t icu la r  in st an ce  in  a p a r t icu la r  lo ca li t y  . .."
So  civ il se r van t s m u st  w o r k  w it h  M in ist er s w h o  h ave  a c lea r ,  i f  im p lied ,  lead ersh ip  
ro le,  w h o  d if f e r  m arked ly  one  f r om  ano t h e r ,  st ay  o n ly  a sh o r t  t im e ,  ca r r y  a g r ea t  
deal o f  d ir e ct  and  in d ir ect  au t h o r it y  w it h  t h e  pub lic,  and  h ave  t o  bend  w it h  t h e  
w e ig h t  o f  'even t s'.  W e  have  seen  h ow  t h e  p r ob it y  r esp o n sib il i t y  g iv es t h e  civ il 
se r v ice  a leg it im a t e  lead in g  ro le. Bu t  n o t  all d ecisio n s a re  m ade  b y  M in ist er s.  
Ag a in ,  t h e  d ist in ct io n  b etw een  w h a t  is f o r  t h em ,  and  w h a t  is n o t  f o r  t h em ,  is n o t  
a lw ays clear .  Lyd ia g ave  m e an  exam p le  w h er e  t h is p o in t  w as con sid e r ed  exp licit ly :
" . . .  w h en  I  st ar t ed  w o rk  on  t h e  p ro j ect  o n e  o f  t h e  ea r ly  t h in g s w e  d iscu ssed  
w as w h a t  a re  w e  act u a lly  g o in g  t o  p u t  t o  M in ist e r s ... t h e r e  a r e  m at t e r s f o r  
us as o f f ic ia ls and  f o r  t h e  Perm an en t  Secr e t a r y  t o  d e cid e  u pon  and  n o t  
e v e r y  d ecisio n  t h a t  w e  t a ke  is ap p ro p r ia t e  f o r  u s t o  r e fe r  up  t o  t h e  M in ist e r  
... b u t  [ t he f a c t  t h a t  w e]  had  t h e  con v er sa t io n  [ a t  a ll]  is q u it e  u n u su a l . . . . "
T h is  su g gest s t h a t  t h e  in t e r f ace  b e tw een  o f f ic ia ls and  M in ist e r s is n o t  ab so lu t e ly  
clear ,  n o t  b lack  and  w h it e ,  and  ca lls f o r  in d iv id ua l j u d g em en t  each  t im e  an  issue  
ar ises.  A r e  t h e  ru les f o r  t h is  c lea r ,  o r  a re  t h e y  h ist o r ic,  cu lt u ra l,  p ract ica l o r  h it -  
an d -m iss? I f  su ch  a con ve rsa t io n  is r are,  t h en  w e  can  assum e t h a t  m o st  o f  t h e  
t im e  j u d g em en t  ca lls a re  e it h e r  su ccessfu l o r  a t  least  n o t  con t ro ve rsia l.  Bu t  in  t h is  
exam p le ,  o f f ic ia ls t h o u g h t  t h e y  w ou ld  co n sid e r  t h e  o p t io n s b e fo r e  p r o b lem s a ro se .  
I n  t h is p a r t icu la r  case,  t h e  p ro ject  f o l low ed  on  f r om  a p ro g r am m e  t h a t  h ad  n o t  
g on e  w ell,  and  had  o v e r  run  it s b ud ge t  sig n if ican t ly ,  and  it  is l ik e ly  t h e
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co n versa t io n  w as sp arked  by  o f f ic ia ls w ish in g  t o  g e t  t h e ir  p rop o sed  line o f  w o rk  
ag reed  am on g st  t h em se lves as m uch  as g et t in g  t h e ir  r e la t io n sh ip s w it h  m in ist e rs 
so r t ed .  O r  is t h is  a case  o f  u n d er lin in g  t h e  d iv isio n  o f  r esp on sib il i t ie s w e  have 
a lr ead y  n o t ed ,  in  w h ich  t h e  civ il se r v ice  sh ou ld ,  o r  m ust ,  lead  on ,  f o r  exam p le ,  
f in an cia l p rob it y ? I n  w h ich  case,  t h e  ra r it y  o f  t h e  con ver sa t io n  m ig h t  be 
sym p t om a t ic o f  t h e  h ist o r y  o f  t h e  p ro j ect  r a t h e r  t h an  d em on st r a t in g  a key  p o in t  in 
t h e  leadersh ip  o f  t h en  depar tm en t .
I n i t ia l  im p r e ssio n s
I t  ap p ea rs t h a t  M in ist e r s ce r t a in ly  h ave t h e  lead  ro le  in  d ecid in g  p o licy  a t  
Depar tm en t a l level;  have an  im p o r t an t  ex t e rn a l com m u n ica t io n s ro le;  b u t  t h a t  civ il 
se r van t s m u st  assum e lead ersh ip  f o r  a t  least  issu es o f  p r ob it y  an d  f a irn ess.  
How ever ,  Po llit t  and  Bou rkaer t  ( 2 000 : 140 )  su g g est  t h a t  t h e  sim p le  m ode l o f  
M in ist e r  as st r a t eg ist  and  op in io n  lead e r  is n o t  cred ib le .  Po lit ic ian s h ave  n o t  b een  
t r a in ed  f o r  t h a t  ro le,  d esp it e  t h e ir  r het o r ic,  and  t h a t  en ab les t h em  t o  d ist an ce  
t h em se lves ( eg  in  t h e  Pr ison  Serv ice  row )  f r om  p o licy  fa ilu res.  Bu t  Lu cy  m ig h t  n o t  
ag ree .  Sh e  said :
" ... o n e  o f  t h e  t h in g s t h a t  st r ik es m e w it h  a ll o f  o u r  M in ist e r s is t h a t  t h e y  are 
v e ry  e f f e ct iv e  po lit ic ian s reg ard less o f  w h a t  w e  t h in k  o f  t h em  as in d iv idua ls.  
W h en  you  p u t  t h em  on  a st ag e  t h ey  t a lk  t h e  r ig h t  t a lk  and  t h e y  say  t h e  
r ig h t  t h in g s and  t h a t  is v e ry  in sp ir a t io n a l . . . . "
I n  t h e  en d  m in ist e r s a re  f o cu ssed  on  t h e  com pa ra t iv e ly  sh o r t  t erm .  Never t h e less,  
t h e  ev id en ce  is t h a t  t h is is a f a ir ly  c lea r  d ay - t o -d ay  u n d er st an d in g  t h a t  M in ist e r s 
and  civ il se r van t s h ave d if f e ren t  bu t  com p lem en t a ry  lead e rsh ip  ro les.
T h e  co n st i t u t io n a l  p o sit ion
W e w ill n ow  t u rn  t o  som e m ore  d et a iled  p o in t s t h a t  in t e r v iew ees ra ised  in  an  e f f o r t  
t o  g e t  u n dern ea t h  som e o f  t h ese  g enera lit ies.  T h e  q u est io n s t h a t  com e  up  can  be 
g rou p ed  in t o  t w o  se t s,  f i r st  ab o u t  t h e  co n st it u t io n a l p o sit io n  o f  m in ist e r s an d  civ il 
se r van t s;  and  secon d ly ,  ab o u t  h ow  t h a t  r e la t io n sh ip  w o rk s in p ract ice .
148
On t h e  f a ce  o f  it  t h e r e  is a st r a ig h t f o rw ard  re la t io n sh ip  in  a d em o cra cy  betw een  
t h e  e lect ed  Gove rnm en t  and  t h e  ap p o in t ed  b u reaucracy ,  t h e  c iv il se r v ice .  T h e  f ir st  
m akes d ecisio n s,  t h e  second  ca r r ie s t h em  ou t .  Bu t  w e  h ave  a lr e ad y  n o t ed  som e 
co n st r a in t s on  t h is  sim p le  m ode l,  f o r  exam p le  a roun d  p r ob it y  an d  f a ir n ess,  and  
a r oun d  co n t in u it y  and  know ledge . Fo r  som e,  t h is r a t h e r  m u d d led  a r ran g em en t  
m ay  w o rk  sa t isf ac t o r ily ,  bu t  f o r  o t h e rs t h e re  is a m u ch  clea re r ,  co n st it u t io n a l 
p osit ion .
Clare,  f o r  exam p le ,  w h o  had  had  ex p er ien ce  o f  w o rk in g  on  co n st it u t io n a l p o l icy  f o r  
t h e  Cab in e t  O f f ice  said  clear ly :
" . . .  I  can ' t  u n ila t e ra lly  se t  d ir ect io n  -  it  h as t o  com e f r om  M in ist e r s . . . . "
Sh e  w en t  f u r t h e r  and  p roposed  t h a t  c iv il se r van t s sh ou ld  t a k e  m o re  n o t ice  o f  t h e  
f o rm a l posit ion :
" . . .  i f  t h e  Civ il Se rv ice  w an t s t o  b ecom e a p ro fession  i t  n eed s t o  h ave w ays 
o f  g e t t in g  [ t h is]  across,  so  t h a t  it 's st u f f  w e  live and  b r ea t h  f r a n k ly  . . . . "
Cla r e  w as clea r  t hat :
" . . .  it  is t h e  M in ist er s w h o  lead  and  w h o  t a k e  t h e  d ec is io n s an d  t h a t ,  
co n st it u t io n a lly ,  is o u r  p osit ion  as sen io r  civ il se r van t s . . . . "
Cla r e  st a r t s f r om  a f irm  p roposit io n ,  t h a t  t h e  re la t io n sh ip  b e tw een  M in ist e r s and  
civ il se r van t s is a sim p le  and  clea r  one. Sh e  t h en  w en t  an  im p o r t an t  st ep  f u r t h e r .  
No t  o n ly  is t h e  re la t io n sh ip  sim p le  and  clea r ,  it  m u st  a lso  n ecessa r i ly  be sim p le  and  
clea r  i f  t h e  civ il se r v ice  is t o  est ab lish  it se lf  as " .. .  a p ro fession . . . . "  Cla r e  is 
t h e re fo re  say in g  t h a t  t h e  civ il se r v ice  isn 't  a p ro fession  a t  t h e  m om en t ,  im p lies 
st r o n g ly  t h a t  it  sh ou ld  be one , and  se t s o u t  w h a t  n eed s t o  h ap pen  t o  g e t  t h e re.  
W h y  sh ou ld  t h is be im po r t an t  t o  Cla re? I s it  a d esir e  t o  p u t  t h e  civ il se r v ice  on t o  a 
c lea r e r  b asis so  t h a t  it s p o sit ion  is ag reed ,  and  recog n ised ,  t h u s g iv in g  c iv il 
se r van t s a p r iv ileged  st a t u s? O r  is it  an  a t t em p t  t o  p r o t e ct  c iv il se r v an t s b y  
d raw in g  a f irm  lin e round  t h e  lim it s o f  t h e ir  au t h o r it y  an d  resp o n sib il i t y ? No - on e
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e lse  in  t h is  s t u d y  m akes ob se rva t io n s on  t h is po in t ;  n o - on e  su g g est ed  t h e  civ il 
se r v ice  w as,  o r  w as not ,  a p ro fession ,  n o r  t h a t  t h e  re la t io n sh ip  b e tw een  M in ist e r s 
and  t h e  civ il se r v ice  w as as sim p le  and  clea r  as t h is,  no r ,  f u r t h e r ,  t h a t  t h e  
re la t io n sh ip  n eeded  t o  be p u t  on  so  f o rm al a basis.  Pe rh ap s i t  is Cla r e 's  exp er ien ce  
a t  t h e  Cab in e t  O f f ice  t h a t  p rom p t s t h is concern .
Bu t ,  h av in g  m ade t h ese  in t e rest in g  po in t s,  Cla re  t h en  w en t  on  t o  d escr ib e  how ,  in  
p ract ice ,  t h e  re la t io n sh ip  w as m o re  com p lex  t h an  t h a t  and  h ow , in  r ea lit y ,  su ch  a 
sim p le  st a t em en t  o f  t h e  re la t io n sh ip  w ou ld  in f a c t  f a il t o  cap t u r e  h ow  t h e  
re la t io n sh ip  rea lly  w o rked :
" . . .  y ou  n eed  q u it e  a lo t  o f  in p u t  f r om  y o u r  M in ist e r  w h en  y o u 'r e  d esig n in g  
som et h in g  esp ec ia lly  in  a n ew  a rea o f  p o licy  ... e rm  ... and  w e  t en d  n o t  t o  
g e t  t h a t ... w e  t en d  t o  leave it  f a r  t o o  long  and  t h en  w r it e  a b ig  f o rm a l 
su bm ission  you  know  in st ead  o f  h av ing  t h e  v it a l 10 m in u t e s say in g  w e ll 
w ou ld  you  like t h is,  o r  t h is,  o r  t h i s , ... an d  w h a t 's y o u r  f ee lin g  a b o u t  'X '  o r  
w h a t e v e r . . . . "
Bu t  sh e  ad d ed  t h a t  con t act  w it h  po lit ical ad v iso rs cou ld  be " . . .  b r i l l ia n t . . ."  an d  t h a t  
t h a t  cou ld  f i ll som e  o f  t h e  gaps.  Po lit ica l,  o r  sp ecia l,  ad v ise r s a re  t em p o r a r y  civ il 
se r van t s ap p o in t ed  b y  t h e  Secr e t a r y  o f  St a t e ,  an d  w h o  m ove  on  w h en  t h e  
Secre t a r y  o f  St a t e  m oves.  T h ey  g ive  ad v ice  t o  o f f ic ia ls t o  h e lp  t h em  t a k e  acco u n t  
o f  m in ist e r s ' p re fe ren ces.
Jam es d eve lop ed  t h a t  t h em e,  and  b rou g h t  in  t h e  im po r t an t  co n sid e r a t io n  o f  
p ersona lit ies.
" I  t h in k  t h is  is q u it e  a d if f icu lt  [ area]  b ecau se  t h e r e  is t h e  co n st it u t io n a l 
t h eo r y  ab o u t  it  an d  t h en  t h ere  is t h e  p r act ice  w h ich  is a b o u t  w o rk in g  
re la t io n sh ip s and  hum an  be in g s and  . . .and . ..and . ..and . .. t h e f i r s t  is a co n st an t  
b ecau se  t h e re  is a t h eo ry  ab o u t  t h e  re la t io n sh ip ;  M in ist e r 's d ec id e ,  M in ist e r 's 
h ave resp on sib ilit y ,  Civ il Se r v an t s'  ad v ise ,  Civ il Se rv an t s ca r r y  t h r o u g h ,  e rm  
and  ca r r y  o u t  t h e  w ish es erm . ..o f . . .o f . . .o f . . .M in ist er s -  b u t  w h a t  a c t u a lly
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h appen s in r ea lit y  is d ep en den t  on  w h o  is t h e  M in ist e r ,  w h o  is t h e  Pr im e  
M in ist e r ,  h ow  co h eren t ,  h ow  t h o u g h t  o u t  a p lan  t h e y  h ave  g o t . "
An d  t h en  Jam es w en t  f u r t h e r  an d  d rew  o u t  t h e  st r a t eg ic im p lica t io n s o f  t h e  
m in ist e r ia l/ c iv il se r v ice  in t er face:
" u lt im a t e ly  isn 't  t h e r e  a co in c id en ce  o f  in t e rest  t h a t  it 's t h e  Civ il Se rv ice 's j o b  
t o  se r ve  im pa r t ia lly  an y  g o ve rnm en t  o f  w h a t ev e r  p o lit ica l co lo u r  so  ou r  
in t e r est  is t o  im p lem en t  w h a t  M in ist e r 's w an t  -  t h e ir  in t e r est  is t o  en su re  
t h a t  w h a t  t h ey  w an t  is im p lem en t ed  so  act u a lly  t h e r e  is a co in c id en ce  o f  
in t e r est . "
T h is  n ow  so u n d s a b it  t o o  pally .  Ar e  M in ist e r s and  civ il se r van t s r ea lly  t h a t  c lo se? 
Su re ly  no t ,  i f  t h e  civ il se r v ice  h as t h e  t a sk  o f  m an ag in g  p r ob it y  and  f a ir n ess,  u n less 
o f  cou rse  M in ist e r s a lso  have  t h a t  as a t o p  p r io r it y .  I t  m ig h t  be slig h t ly  con ce rn in g  
t o  som e  ( op p osit io n  po lit ica l p ar t ies f o r  exam p le )  if  M in ist e r s an d  t h e  c iv il se r v ice  
ap p eared  t o  be w o rk in g  h an d - in -g lo ve in all m at t er s.  So  w h a t  is t h e  ideal p osit io n ?
I t  can  be a rg ued  t h a t  t h e  'M in ist e r  d ecide ,  o f f ic ia ls ad v ise ' l in e  t h a t  Jam es u ses t o  
d escr ib e  t h e  re la t io n sh ip  is t o o  sim p list ic.  Ad v ice  n ow  com es f r om  a v a r ie t y  o f  
sou rces.  M ark  said :
" I  t h in k  f o r  m e t h e  big ch an g e  is in  t h e  m u lt ip lic it y  o f  d if f e r en t  so u r ce s o f  
ad v ice  t h a t  M in ist e rs d r aw  on . . .er . . . in  o r d e r  t o  t a ke  d ecisio n s - 1 t h in k  it 's 
st il l p r e t t y  st an dard  t h a t  o n ce  t h e  d ec isio n  is t a ken  it 's o v e r  t o  t h e  m ach in e  
t o  g e t  on  and  do  it  b u t  - p e rh ap s t h is is so r t  o f  r e in t e rp r e t in g  h ist o r y  - b u t  I  
t h in k  a t  least  in  t h e  c lassic Civ il Se rv ice  m et hod  t h e  d om in an t  so u r ce  o f  
ad v ice  t o  M in ist e r s on  t h e  b ack  o f  w h ich  t h ey  t o o k  d ec is io n s w as t h e  ad v ice  
t h a t  cam e  fo rw ard  f r om  t h e  Civ il Se r v ice  m ach in e  w h ich  is w h a t  g a v e  it  it s 
p ow er  and  w it h  t h e  r ise o f  sp ecia l ad v ise r s and  m o re  d ir e c t  access t o  lo b b y  
g ro u p s o f  o n e  t y p e  o r  an o t h e r  ag a in  t o  w h ich  t o  som e ex t en t  is v e r y  h ea lt h y  
-  it  g iv es y ou  a m u lt ip lic it y ,  a d iv e r sit y  o f  d if f e r en t  v iew s com in g  st r a ig h t  in 
t o  in f o rm  t h e  d ecisio n  m ak ing  p ro cess b u t  it  is a t  t h a t  p o in t  t h a t  I  t h in k  it 's
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ch an ged  n o t  so  m uch  in  t h e  re la t io n sh ip  b etw een  d ecisio n  and  
im p lem en t a t io n  it 's h ow  t h e  d ecisio n  g e t s t aken  in  t h e  f i r s t  p lace . "
He w en t  on  t o  t ake  in  t h e  p o lit ics o f  t h e  sit u at ion :
" t o  som e  e x t en t  I  t h in k  t h e  f o rm at ion  o f  New  Labou r  as a h ig h ly  d iscip lin ed  
e lect io n  f ig h t in g  m ach in e  b roug h t  w it h  it  t h a t  v e r y  in t en siv e  en g agem en t  in 
d ev e lop in g  id eas w h en  o u t  o f  o f f ice  w h ich  w e re  t h en  b r o u g h t  in t o  o f f ice 
.. .em ...and  I  j u s t  d o n 't  kn ow  w h e t h e r  t h a t  w as a on e  o f f  o r  w h e t h e r  t h a t  
w ou ld  be rep lica t ed  b u t  I  t h in k  it  is p o ssib le  t o  e x ag g e ra t e  it . "
O f  cou rse,  all t h is  assum es w e  a re  d ea lin g  w it h  st r a ig h t f o rw ard ,  u n am b ig u ou s,  
t r u t h s t h a t  a re  sh ared  b y  Par liam en t ,  p o lit ic ian s,  t h e  p ub lic,  t h e  p ress and  t h e  civ il 
se rv ice .  Bu t  Mar t in  o p en ed  up t h is  po in t :
" w e  d o n ' t ... w e  d o n 't  d o  lies. OK w e  p resen t  st a t ist ics p o sit iv e ly  ... I  t h in k  
w e ll t h a t  is p a r t  o f  t h e  ro le o f  t h e  civ il se r v an t  isn 't  it? I  m ean  y ou  kn ow  w e  
a re  p ar t ly  t h e r e  t o  r est ra in  M in ist e r s [ if ]  w h a t  t h e y  a r e  g o in g  t o  d o  is 
u n con st it u t io n a l o r  w ou ld  be a lie ... is it  an  u n easy  a ll ian ce ,  I  d o n ' t  k now ,  t o  
som e ex t en t ?"
Bu t  Lu cy  ag reed  w it h  o t h e rs t hat :
" . . .  t h e  f act  t h a t  t h ey  are m uch  b e t t e r  am bassado rs t h an  an y  o f  u s a r e  f o r  
d escr ib in g  t h e  t h in g s t h a t  t h ey  a re  p assion a t e  ab o u t  a c t u a lly  d o es m ake  
t h em  ex t r em e ly  pow er fu l,  y ou  need  t o  w o rk  w it h  t h em  an d  t r y  an d  com e  up 
w it h  t h e  id eas t h a t  b est  m ee t  t h e ir  p assion . "
T h e  ev id en ce  is t h a t  t h e re  is a b road  u n d erst an d in g  o f  t h e  n a t u re ,  i f  n o t  t h e  
d e t a iled  w o rd ,  o f  t h e  const it u t io n a l r e la t io n sh ip  b e tw een  M in ist e r s an d  t h e  civ il 
ser v ice .  T h e  tw o  sid es a re  c lea r ly  w o rk in g  t o g e t h e r  as a t eam  b u t  w it h  som e  
g r ou n d  ru les t o  m ake  su re  t h a t  each  u n d erst an d s t h e  lim it s on  t h e  re la t io n sh ip .  
W h e t h e r  t h e  re la t io n sh ip  cou ld  be se t  d ow n  p recise ly  is som et h in g  p eo p le 's o p in io n  
va r ies on ,  f r om  t h e  d esir e  o f  o n e  person  t o  t u rn  t h e  re la t io n sh ip  in t o  a p ro fession a l
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on e  t o  o t h e rs w h o  a re  co n t en t  t o  r ecogn ise and  w o r k  w it h in  som e  b roader  
u n d erst an d in g  ( eg  " ...  no  lie s. . / 7). So ,  h ow ever  t h e  co n st it u t io n a l asp ec t s o f  t h e  
r e la t io n sh ip  a re  u n d erst ood ,  w h a t  d oes t h is m ean  f o r  d a y - t o -d ay  w o rk in g  
r e la t io n sh ip s?
D a y - t o - d a y  w o r k in g  r e la t io n sh ip s
As I  h ave  n o ted ,  M in ist e r s in d iv id u a lly ,  and  as t eam s,  t en d  t o  com e  and  go  q u it e  
r egu lar ly .  So  d oes t h e  ' le ad e r sh ip '  ro le o f  t h e  t o p  M in ist e r ,  t h e  Secre t a r y  o f  St at e ,  
r em a in  f ix ed ? Lu cy  t h o u g h t  not ;  sh e  said :
" .. .  it  v e r y  m uch  d ep en d s on  t h e  re la t io n sh ip  b e tw een  t h e  M in ist e r  and  t h e  
sen io r  civ il se r v ice  t eam  w h er e  t h a t  leadersh ip  lies" .
Lu cy  n o ted  t h a t  t w o  recen t  Secre t a r ie s o f  St a t e  had  p layed  sig n if ican t ly  d if f e r en t  
r o les w it h  t h e  sam e Pe rm an en t  Secre t ar y ,  o n e  be ing  m o re  po lit ica l an d  less 
st r a t eg ic,  t h e  o t h e r  being  eq u a l ly  po lit ical and  st ra t eg ic.  So  d if f e r en t  Secre t a r ie s o f  
St a t e  w ill h ave d if f e r en t  p r io r it ies and  w an t  t o  en g age  a t  d if f e r en t  leve ls o f  det ail.  
A s Mar t in  p u t  it , it  is n ecessa ry  to:
" . . .  k n ow  w h a t  is im po r t an t  t o  M in ist er s a t  t h e  m om en t ,  w h a t  is b o th er in g  
t h em ,  so  t h a t  y ou  g e t  t h e  peop le  in t h e  D epa r tm en t  f o cu ssin g  t h e ir  
a t t en t io n  on  t h o se  t h in g s . . . . "
T h is  is n o t  j u s t  a case  o f  pu t t in g  M in ist e r s f ir st ,  it  is a lso  n ece ssa ry  t o  g e t  t h e  civ il 
se r v ice  t eam  p ro p er ly  f o cu ssed .  Mar t in  again :
" ...  [ if ]  w e  d id n 't  do  t h a t  w e 'd  t r y  t o  g a t h e r  e v id en ce  an d  g iv e  ad v ice  pn  
eve ry t h in g  w illy - n il ly  w ou ld n 't  w e? No, w e  ac t u a lly  h av e  lim it ed  resou rce  
and  w e  n eed  t o  f o cu s t h a t  r esou rce  w h e re  it  is m o st  n eed ed  . . . . "
I  asked  Ma rk  h ow  easy  it  w as f o r  h im  t o  be lead er  w h en  h e 's g o t  a M in ist e r  w h o  
m ig h t  com p le t e ly  o ve r t u rn  a d ecision  t om o r r ow  m o rn in g ,  h av in g  led  h is c iv il 
se r v ice  t r o o p s up  t o  t h e  t op  o f  t h e  h ill and  su d d en ly  he 's g o t  t o  g o  d ow n  t h e
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bo t t om  ag a in  and  st a r t  up  a d if f e ren t  h ill.  How ,  I  asked  h im ,  d o es t h a t  a f f e ct  y o u r  
lead ersh ip ?
" Erm . . . . I  d o n 't  really . . . I  d o n ' t  t h in k  I  h ave a p rob lem  w it h  t ha t .  Rea lly  I  t end  
t o  assum e  act u a lly  t h a t  if  I 'v e  g o t  a g ood  en o u g h  idea t h a t  I ' ll  be ab le  t o  
p e rsu ade  M in ist e rs t o  do  it  an d  I 'd  be p re t t y  w o r r ied  ac t u a lly  i f  I  d id n 't  
m an age  t o  do  t h a t ,  so  it 's m o re  a m at t e r  o f  h and lin g  t h em ,  t im in g ,  g e t t in g  
t h e  a r g um en t s c lea r  and  a t  t im es act u a lly  . . . .or  m ay  be t h is  is a f u n ct io n  o f  
ag e  as w ell t o  som e ex t en t  I  k n ow  d o n 't  r ea lly ,  p u t  up  w it h  be in g  p issed  
ab o u t  t o o  m uch  [ ha ha ha h a ] . . / '
So  Ma rk  a t  o n ce  m oved  t h e  d iscu ssion  aw ay  f r om  M in ist e r ia l ch an g es o f  v iew  t o  
p reven t in g  su ch  ch an ges f r om  t ak in g  p lace. W h a t  is in t e rest in g  a b o u t  t h is  
con v er sa t io n  is t h e  e x t en t  t o  w h ich  t h e  in t e r v iew ee  w an t ed  t o  be seen  as in  con t ro l 
o f  t h e  re la t io n sh ip  w it h  t h e  M in ist er .
So  t h e  t a sk  is t o  f o cu s resou rces on  M in ist e r s' p r io r it ies,  b u t  d o esn 't  t h is  ab d ica t e  
t h e  leadersh ip  ro le com p le t e ly ? And  w h a t  d oes t h a t  m ean  f o r  in t e rn a l lead ersh ip  
o f  t h e  civ il se r van t s w h o  have t o  ca r r y  t h e  w o r k  ou t ? Mar t in  p u t  it  t h is  w ay :
" . . .  in  t e rm s o f  leadersh ip  it  is ab o u t  p resen t in g  p o sit iv e ly  t h e  m essag es and  
t h e  p o lic ies t h a t  t h e  Gov e rnm en t  h as w it h o u t  cr o ssin g  t h a t  b o u n da r y  in to ,  
y ou  know ,  t h e  p a r t y  p o lit ical bun  f ig h t . "
An d  t h a t  is som et h in g  t h a t  can  happen .  Jam es g iv es an  exam p le :
" I  can  see  t en sio n s w ill com e  up  w h e re  t h e re  a re  co n sid e r a t io n s t h a t  have 
t o  be t a ken  in t o  acco u n t  t h a t  t h e  Civ il Se rv ice  w ou ld  co n sid e r  p o l it ica l,  like, 
f o r  ex am p le ,  w e  a re  go ing  t o  t r ia l t h e  sk ill st r a t eg y  in  t w o  reg ion s,  w h ich  
sh ou ld  t h o se  tw o  reg ion s be? Th e  Civ il Se rv ice  p u t  f o rw ar d  ad v ice  b ased  on  
o u r  ob j ect iv e  cr it e r ia  p red om in an t ly  in t e rm s o f  t h e  ch a r act e r ist ics o f  t h e  
reg ion s,  t h e  read in ess o f  t h e  reg ion s,  t h e  en t h u siasm .  T h e  M in ist e r  com es 
b ack  -  w h a t  ab o u t  t h e  Nor t h  W est  -  w h y  d id  he com e  b ack  f o r  t h e  Nor t h  
W est  -  b ecau se  h is co n st it u en cy  h ap pen s t o  be t h e r e ,  p o lit ica l p ro f ile  et c.
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w h ich  I  t h in k  is o u r  j o b  t o  be aw are  of . I t 's n o t  o u r  j o b  I 'd  say  t o  t a ke  t h a t  
in t o  acco u n t  in  m ak in g  ou r  r ecom m enda t io n s;  o t h e rs m ig h t  d isag ree .  Bu t  I  
t h in k  t h e  civ il se r v an t s w e re  r ig h t  t o  be aw are  ... w e  kn ow  t h e  M in ist e r  
m ig h t  com e b ack  and  say  w h a t  ab o u t  t h e  Nor th  W est ,  and  t o  be read y  w it h  
a r g um en t s as t o  w h y  t h is p a r t icu la r  r eg ion  w asn ' t  r ead y  b u t  u sin g  t h e  sam e 
ob j ect iv e  cr it e r ia  t h a t  w e  have  u sed  t o  ch oo se  t h e  tw o  t h a t  w e  a re  pu t t in g  
f o rw a rd . "
Bu t  w h a t  ex act ly  is Jam es say in g  h ere? First ,  he in sist s t h a t  c iv il se r v an t s ' 
d ec is io n s sh ou ld  be b ased  on  ap p rop r ia t e  ob j ect iv e  cr it e r ia  ( w h ich  ra ises t h e  
q u est io n  w h o  d ecid es w h a t  is ap p rop r ia t e ,  and  w h a t  is o b j e ct iv e ) .  Bu t  secon d ,  he 
says t h a t  civ il se r van t s m ust  ap p rec ia t e  t h a t  t h e  m in ist e r  is l ik e ly  t o  h ave  h is ow n  
cr it e r ia  w h ich  m ay  in clu de  cr it e r ia  t h a t  t h e  civ il se r v ice  sh ou ld  r e j e ct  ( in  t h is case 
p u t t in g  t h e  t r ia ls in t o  h is ow n  con st it u en cy ) .  Fin a lly  he say s t h e  civ il se r v ice  sh ou ld  
be read y  t o  a rg u e  f o r  it s ow n  j u d g em en t ,  u sin g  t h e  t e st  o f  'a p p ro p r ia t e  ob j ect iv e  
cr it e r ia ' in  t h e  kn ow led ge  t h a t  t h is m ay  n o t  be im m ed ia t e ly ,  o r  f in a lly ,  accep t ed  by  
t h e  m in ist er .
T h is  is a g ood  ex am p le  o f  a p recise  issue  t h a t  a r ises f r om  t im e  t o  t im e ,  an d  w h ich  
il lu st r a t e s a d ay - t o -d ay  w o rk in g  d ilem m a.  Jam es's e x am p le  m ay  seem  t r iv ia l b u t  t o  
a civ il se r v an t  t h e  ap p lica t io n  o f  j u st if ia b le  ob j ect iv e  cr it e r ia  t o  t h is  k ind  o f  t a sk  
cou ld  be seen  as t h e  ap p lica t io n  o f  t h e  p rob it y  and  f a ir n ess t e s t  t h a t  w e  have 
a lr ead y  seen  is a t a sk  in  w h ich  t h e  civ il se r v ice  sh ou ld  be  seen  t o  be lead in g ,  f o r  
t h e  k ind  o f  r eason s t h a t  Jam es's st o r y  se t s o u t  -  t o  avo id  a p a r t y  p o lit ica l issu e  
d ecid in g  an  op era t io n a l m at t er .  I t  is im po r t an t  t o  n o t e  t h a t  Jam es d o esn 't  ru le ou t  
u sin g  t h e  reg ion  t h a t  co n t a in s t h e  M in ist e r 's co n st it u en cy  b u t  o n ly  i f  it  m ee t s t h e  
ob j ect iv e  cr it e r ia  f o r  se lect io n .
A lt h ou g h  t h ese  accou n t s sou nd  v e ry  m uch  like a m an agem en t  r o le  f o r  t h e  civ il 
se rv ice ,  t h e r e  ap p ea rs t o  be a c lea r  lead e rsh ip  f u n ct io n  r em a in in g  in  t h e  p r ob it y  
and  f a ir n ess a rea,  and  w e  have seen  ea r lie r  h ow  t h e r e  is q u it e  a lo t  o f  r oom  f o r  
t h e  civ il se r v ice  t o  in f lu en ce  po licy ,  som e t im es f r om  t h e  st r a t eg y  f o rm ed  eg  non -
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m ain st ream  New  Deal,  as re lat ed  by  Pau l,  an d  o t h e r  t im es in  op e ra t io n a l m at t ers.
I  p u t  it  t o  Mar t in  t h a t  t h is le f t  t h e  lio n 's sh ar e  o f  lead e rsh ip  f o r  M in ist e r s a lone:
" Yes.  Yes.  T h ey  a re  t h e  execu t ive .  T h e y  a re  t h e r e  t o  m ake  t h e  d ecisio n s -  
t h e  on ly  d if f e r en ce  I  w ou ld  say  is t h a t  t h ey  sh ou ld  n o t  h ave  an y  b u sin ess in 
o u r  d ay - t o -d ay  op era t io n s.  T h ey  sh ou ld  n o t  be dea lin g  w it h  o u r  h um an  
resou rce  d ecisio n s o r  n ecessar ily  o u r  h um an  resou rce  st r a t eg ie s . . . . "
Bu t  in a Gov er nm en t  Depar tm en t ,  t h e r e  a re  severa l M in ist e r s and  o n e  sh ou ld  n o t  
t r e a t  t h em  as a u n it a r y  f o r ce.  T h e  p ow er  re la t io n sh ip  b etw een  t h em  as in d iv id u a ls 
is an  im po r t an t  con sid erat io n .  As Lu cy  p u t  it :
" . . .  i f  y ou  h ave a Secr e t a r y  o f  St a t e  t h a t  y o u ,  as a c iv il se r v an t ,  h ave 
con f id en ce  in and  can  w o r k  w it h ,  t h a t  can  be  v e ry  pow er fu l.  I f  y ou  h ave a 
M in ist e r  o f  St a t e  o r  even  an  Un der  Secr e t a r y ,  Pa r liam en t a ry  Un d er  
Secre t a r y ,  t h a t  is h a rd e r  t o  w o rk  w it h ,  ( I  sh o u ld n 't  say  t h is o n  t ap e)  y ou  can  
b yp ass [ t h em ] ,  so  I  t h in k  it  is a com b in a t io n  o f  M in ist e r s w it h in  t h e ir  ow n  
so r t  o f  p ow er  h ie ra r ch y  w h ich  is im po r t an t  b ecau se  t h a t  w ill t h en  in f lu en ce  
t h e  w ay  in  w h ich  you  w o rk  [ w it h  t h em ]  as in d iv id u a ls. "
I n  a sim ila r  v e in ,  I an  said :
" . . .  som e  M in ist e r s a re  m o re  leaders t h an  o t h e rs ... so  y ou  can  h ave  a su b t le  
ap p roach  b y  p resen t in g  a rg um en t s in  a w ay  you  kn ow  t h a t  m akes t h em . . . it  
ce r t a in ly  m akes t h em  fee l t h a t  t h ey  a re  in  con t ro l;  an d  t h en  som e M in ist e r s 
a re  n a t u r a lly  leaders and  t e ll y ou  w h a t  t h e y  w an t  an d  o t h e rs a r en 't  so, 
a ren 't  so . . .erm .. .you 'd  have t o  act u a lly  ad o p t  a d if f e r en t  w a y  d ep en d in g  on  
w h ich  M in ist e r  y ou 'r e  d ea lin g  w it h . "
Ma rk  had  recen t ly  f in ished  a tw o -d ay  w o rk sh op  on  t h e  Depa r tm en t 's M an agem en t  
and  Leadersh ip  Prog ram m e ( see  Ch ap t e r  5)  and  I  ask ed  h im  w h a t  he had  p icked  
up f r om  t h a t  ab o u t  d ea lin g  w it h  M in ist er s.
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Mark:  " Yes,  y es w e ll ac t u a lly  t h a t  w as on e  o f  t h e  m o st  im p o r t an t  t h in g s I  
lea rn ed  as a resu lt  o f  t h a t  w o rk sh op  act u a lly  w as w h en  . . .h ow  t o  ... h ow  n o t  
t o  be in  a co r n e r  w it h  M in ist e r s -  it  w as ve ry ,  v e r y  u se fu l act u a lly ;  and  h ow  
t o  a sk  q u est io n s - 1 f in d  act u a lly  w it h  [ t h e  M in ist er ]  it 's f asc in a t in g  t h a t  
w h en  he 's a t  h is m ost  p om pou s and  ir r it a t in g ,  h e  h as c lea r ly  b iza r re  ideas.  I  
n ow  q u it e  r eg u la r ly  ask  h im  w e ll h ow  w ill t h a t  w o rk  t h en  an d  he j u st  k ind  o f  
cr um p les -  it 's w on der fu l -  and  he so r t  o f .... a ll h is p om p  j u s t  ev ap o ra t es in 
t h e  a ir  -  it 's q u it e  er . . .erm ...  and  I  sim p ly  say  'n o '  t o  h im  as w e ll n ow  in a 
v e ry  f irm  v o ice  and  he j u s t  says oh  all r ig h t  t h en  ... ha ha h a . "
I  asked  h im  w h e t h e r  he t h o u g h t  t h a t  w as h im  d isp lay in g  lead e rsh ip  q ua lit ies.
Mark :  " I  d o n ' t  k now  -  w e ll I  t h in k  it  is p a r t  o f  a r ep e r t o ir e  o f  sk i l ls  and  it 's 
t o  m ake  su re  you  k ind  o f  . . .you  can  see  y o u r  id eas t h r o u g h  an d  y ou  d o n 't  
g e t  k ind  o f  sid e - t r acked  and . ..w ell y ou  he lp  h im  ac t u a lly  t o  see  I  t h in k ;  
t h a t 's p a r t  o f  leadersh ip  isn 't  it  -  it 's ab o u t  h e lp in g  som eon e  t o  see  t h e  r ig h t  
w ay  f o rw ard  and  n o t  t o  g e t  su cked  o f f  in t o  t h in g s t h a t  a re  s id e  sh ow s rea lly ,  
o r  d ist r act ed ,  o r  lose t h e  co re  o f  w h a t  y ou  a r e  t r y in g  do , o r  w h e re  y ou 'r e  
t r y in g  t o  g e t  t o .  I  can 't  say  i t  a lw ays w o rk s e it h e r  I  m ean  erm  .. .you  know  
w e  som et im es have lit t le  w h a t  w e  call l it t le  m ind  g am es w h e re  y ou  t r y  t o  
ap p ly  b lam e and  ... ha ha h a. "
An d  t h en  t h e r e  is t h e  case o f  M in ist er s d isag ree in g  o n e  w it h  an o t h er .  As I an  p u t
it :
" . . .w e a re  resp on sib le  f o r  m anag ing  t h e  b u sin ess o f  t h e  Civ il Se r v ice  and  I  
su p p o se  you  cou ld  a r g u e  in t h e  end  ... o u r  j o b  is ... t o  m ake  su r e  w e  d e liv e r  
t h a t  e f f e ct iv e ly  and  t h e re  sh o u ld n 't  be an y  t en sion  b u t  as y ou  kn ow  t h e r e  
a re  som e t im es t en sio n s w here ,  som et im es,  M in ist e r s d isag r ee  w it h  o t h e r  
M in ist e r s -  y ou  can  have a lack  o f  c la r it y  o f  w h a t  t h e  v is io n  is in  a p a r t icu la r  
a rea  o r  w h a t  t h e  lin e sh ou ld  be and  you  h ave  t o  e x e r c ise  lead e rsh ip  t o  st ee r  
a sa f e  p assage  t h r o u g h  t h ese  rocky  w a t e r s. "
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T h is is b ecom in g  q u it e  com p lex .  T h e  ev id en ce  su g g est s st r o n g ly  t h a t  M in st er s 
h ave a co n st it u t io n a l and  p ract ica l lead ersh ip  ro le, w h ich  I  w ill ca ll a st r a t eg ic 
p o licy  ro le.  I t  is ab o u t  d ecid in g  w h ich  p o lic ies sh ou ld  be in t r o d u ced ,  and  m ak ing  
t h e  key  d ecisio n  on  w h a t  t h e  p o l icy  sh ou ld  be in  sp ec if ic  o p er a t io n a l a reas.  No t  
o n ly  is t h is t h e  r ig h t  an d  p roper  r o le f o r  M in ist e r s as rep resen t a t iv es o f  t h e  e lect ed  
Gove rnm en t ,  b u t  t h e  civ il se r v ice  recog n ises t h is,  and  accep t s it ,  a s essen t ia l f o r  
t h e  p roper  sep ara t io n  o f  r e sp o n sib il it ies b etw een  M in ist e r  and  t h e  civ il ser v ice .
T h e  Civ il Se rv ice  Code  se t s o u t  in  pa rag raph  1 " T h e  Civ il Se r v ice  ... su p p o r t s t h e  
Go ver nm en t  o f  t h e  d a y  in  d eve lop in g  and  im p lem en t in g  it s p o l ic ies . . . "  ( Code  
2006) .
T h e  em erg en ce  o f  a Civ il Se rv ice  Cod e  rep resen t ed  a sig n if ican t  st ep  on  f rom  a 
w id e ly  he ld  b e lie f  t h a t ,  j u s t  as in  t h e  case  o f  t h e  UK co n st it u t io n ,  t h e  re la t io n sh ip  
be tw een  M in ist e r s and  t h e  civ il se r v ice  w as se t  b y " . . .  h ist o r y  ... cu st om  and  
p ract ice ,  t h e  p assin g  on  o f  sk il ls and  h ab it s f r om  on e  g en e ra t io n  t o  t h e  n e x t . .."  
( H en n essey  1989 : 378 ) .  As w e  have seen  t h e  in t r o d u ct io n  o f  a p a ra lle l Co de  f o r  
M in ist e r s d oes n o t  t ake  t h is f o rw ard ,  b ecau se  t h a t  d oes n o t  d e f in e  t h e ir  
r e la t io n sh ip  w it h  civ il se rvan t s.  T h er e  have b een  o t h e r  a t t em p t s t o  co d if y  i f  n o t  
t h e  re la t io n sh ip  it se lf  t h en  t o  d escr ib e  h ow  p ar t ies sh ou ld  co n d u c t  t h em se lv e s ( see 
t h e  d iscu ssion  on  severa l a t t em p t s in clu d in g  on e  by  OECD in Po llit t  2 00 3 : 145 ) .
I n  p ract ica l t e rm s,  h ow ever ,  t h e  ev id en ce  sh ow s t h a t  t h e  p ict u re  is m o re  
com p lica t ed .  Clea r ly  civ il se r van t s b e lieve  t h e y  h ave  op p o r t u n it ie s t o  ( a )  p ick  
w h ich  M in ist e r  t o  deal w it h ,  ( b )  p resen t  a rg um en t s d if f e r en t ly  f o r  d if f e r en t  
M in ist e r s and  ( c)  st ee r  d eb a t e  w h en  M in ist e rs d isag ree.  A ll t h a t  cou ld  be 
p resen t ed  as no m ore t h an  recogn isin g  t h e  p ract ica l co n st r a in t s in  m o v in g  p o licy  
f o rw ard ,  and  no  d if f e ren t  t o  t h e  con sid e ra t io n s t h a t  w ou ld  be t aken  in t o  a cco u n t  in 
an y  sit u a t io n  (eg  a t  hom e,  o r  in  a p u b lic com pan y ,  o r  w it h in  t h e  c iv il se r v ice  it se lf ) .  
On  t h e  o t h e r  h and ,  d oes t h is f le x ib il it y  t o  m an oeu v re  d em on st r a t e  t h e  civ il se r v ice  
m an ip u la t in g  p o licy  issu es so  as t o  ex e rcise  m o re lead ersh ip  t h an  t h e y  
co n st it u t io n a lly  h ave?
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I t  is in t e rest in g  t o  co n sid e r  h ow  t h e  ro les o f  m in ist e r  and  o f f ic ia l a r e  ch an g in g .  I n  
t h e ir  s t u d y  o f  p u b lic m an agem en t  r efo rm  Po ll it t  and  Bou rkaer t  ( 2 00 0 : 137 )  su g gest  
t h a t  bo t h  ro les a re  ch an g in g ,  m in ist e r s ' b ecau se  w h a t  t h e y  do  n ow  is in h e ren t ly  
less p op u la r  t h a t  in  t h e  1950s and  1960s ( pe rhaps,  I  su g g est ,  b ecau se  it  
som e t im es lo o ks n ow  m o re lik e m an agem en t  t h an  lead e rsh ip )  an d  o f f ic ia ls ',  
b ecau se  t h e ir  st a t u s in so cie t y  is lessen ed  b ecau se  t h ey  a re  m o re  in vo lv ed  in 
t ech n ica l r a t h e r  t h an  id eo log ica l a r g um en t s ( and  is t h is  a lso  m o re  ak in  t o  
m an agem en t  t h an  leadersh ip?) .
T h e re  is an o t h e r  issu e  here.  I t  h as been  a rg u ed  t h a t  t h e  p u b lic m an agem en t  
r e fo rm s o f  t h e  1980s o nw ard s a re  in f a c t  Fo r d ist  in n a t u re  w h ich  w ou ld  su g g est  
t h a t  t h e  m in ist e r / o f f ic ia l r e la t io n sh ip  m ay  have evo lved  so  m u ch  t h a t  t h e  ro le  o f  
o f f ic ia ls as t h e  do -e rs,  t h e  d ay - t o -d ay  m anagers,  led  b y  t a r g e t s an d  m an ag em en t  
in f o rm at io n  h as w ro u g h t  a f u n d am en t a l ch an ge  t h a t  is n o t  y e t  ackn ow led g ed  by  
e it h e r  m in ist e r s o r  civ il se r van t s ( Cla r ke  and  New m an  1997 : 22  h as a d iscu ssio n  on  
t h is) .  T h e  in t r o d u ct io n  o f  b od ies su ch  as NHS T r u st s f o r ces on  o f f ic ia ls ( r a t h e r  
t h an  Pa r liam en t  o r  Governm en t )  t h e  ro le o f  m anager .
A  p ara lle l q u est io n  t o  be con sid ered ,  h ow ever ,  is h as t h e  p r esen t  o r g an isa t io n  o f  
t h e  civ il se r v ice  u n derst ood  t h e  im po r t an ce  o f  r ecen t  ch an g es on  t h e ir  r o le?
Con clu sio n
T h e  ev id en ce  in t h is  ch ap t e r  can  be sum m ed  up  b y  tw o  f u r t h e r  q uo t es.
I an :  " . . .  h ow  w e  d e f in e  leadersh ip  in  t e rm s o f  M in ist e rs.  I  su p p o se  in  t h e  
end  t h e  key  t h in g  w it h  M in ist e r s is p rob ab ly  i f  t h e y  h av e  d if f icu lt  p o l ic ies 
t h e y  w an t  t o  im p lem e n t ... w e  can  a t  least  d o  o u r  b est  t o  m ake  t h em  
w o rkab le  and  have t o  sh ow  o u r  lead e rsh ip  b y  con v in cin g  o u r  s t a f f  t h a t  t h is 
is w h ere  w e  w an t  t o  g o  so  t h a t 's w h e re  t h e  lead ersh ip  lie s. "
Jam es:  " I  t h in k  t h e r e  is a lead ersh ip  ro le -  and  a lead e rsh ip  ro le  f o r
t h e  m an dar in  in g iv in g  c lea r  coheren t ,  p u rp ose fu l ad v ice  t h a t  w e  h av e  t o  be 
c lea r  w h a t  t h e  sit u a t io n  is, w h a t  t h e  issu es a re ,  w h a t  t h e  o p t io n s a r e  so
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t h e re  is a lead ersh ip  ro le t h e re  if  you  like in  en su r in g  t h a t  t h a t 's w h a t  g oes 
erm . . .er . ,er . .  t o  M in ist e r s. . . "
I t  is c lea r  t h a t  lead ersh ip  in t h e  civ il se r v ice  d o es n o t  in clu d e  m ak in g  st r a t eg ic 
p o l icy  d ecisio n s t h a t  a re  t h e  resp on sib il it y  o f  M in ist er s.  Bu t  t h e r e  is p len t y  o f  r oom  
f o r  civ il se r van t s t o  ex e rc ise  lead ersh ip  in  t e rm s o f  ( a)  ad v ice  o f  all so r t s,  ( b )  
m od if y in g  p o licy  p roposa ls,  ( c)  p u t t in g  p o licy  d ecisio n s in t o  e f f e c t  and  ( d )  o n  
q u est io n s o f  p ro b it y  and  f a ir n ess.
Perh ap s w e  sh ou ld  con c lu d e  b y  no t in g  w h a t  Lyd ia had  t o  say .  Sh e  n ea t ly  
en cap su la t ed  t h e  w h o le  p ict u re by  assig n in g  ev e r yo n e  a lead e rsh ip  ro le
Lyd ia:  " I  t h in k  if  w e  a re  t a lk in g  ab o u t  t h e  D ep a r tm en t  f o r  m e I  w ou ld  lo ok  
t o  t h e  Pe rm an en t  Secr e t a r y  p e rson a lly  r a t h e r  t h an  t o  M in ist er s.  I  t h in k  
M in ist e r s a re  t h e r e  se t t in g  t h e  v isio n  an d  I  t h in k  I  w o u ld  e x p ec t  t o  h ave  a 
Perm an en t  Secre t a r y  t o  be do ing  m ost  o f  t h e  lead in g  o f  t h e  D ep a r tm en t  bu t  
t h en  w it h in  t h a t ,  as you  say ,  t h e r e  a re  m an y  o f  us w h o  in in d iv id u a l r o les 
a re  leaders and  lead in g . "
As w it h  Ch ap t e r s 4  and  5, t h ese  con clu sion s w ill be b ro u g h t  t o g e t h e r  in  Ch ap t e r  7 
and  it  is t h e r e  t h a t  o ve ra ll con c lu sion s w ill be d raw n .
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CH APTER  7  
Con clu sio n s  
I n t r o d u ct io n
T h is  r esearch  is ab o u t  h ow  civ il se r van t s in  t h e  Depa r tm en t  f o r  Ed u ca t io n  and  Sk ills 
m ake  sen se  o f  t h e  t e rm  ' lead ersh ip '.  T h e  a im  is t o  m ake  a co n t r ib u t io n  t o  
acad em ic kn ow led ge ,  and  t o  p ro fessiona l p ract ice .  T h is  ch ap t e r  d escr ib es how  
t h a t  h as been  ach ieved  and  d iscu sses t h e  con t r ib u t io n  t o  k n ow led g e  and  
p ro fession a l p ract ice .  Each  o f  t h e  ch ap t e rs d ea lin g  w it h  r esearch  ev id en ce  en d s 
w it h  a sect io n  d raw in g  co n clu sion s on  t h e  issu es d iscu ssed .  T h is  ch ap t e r  b r in g s 
t h o se  p o in t s t o g e t h e r  and  d raw s o u t  som e  o ve ra rch in g  co n c lu sio n s t h a t  r e fe r  n o t  
o n ly  t o  lead ersh ip  in t h e  civ il se r v ice  b u t  a lso  t o  lead ersh ip  m o re  g en era lly ,  t h u s 
m ak in g  a con t r ib u t io n  t o  k n ow led ge  ab o u t  leadersh ip  in  t h e  c iv il se r v ice  and  t o  t h e  
m ore g enera l l it e r a t u re  on  lead ersh ip  as an  asp ect  o f  o r g an isa t io n  t h eo ry .  T h e  
ch ap t e r  t h en  g o es on t o  d iscu ss h ow  t h e  co n c lu sio n s m ake  a co n t r ib u t io n  t o  
p ro fessiona l p ract ice .  I t  is c lea r  t h a t  r esearch  in t o  lead ersh ip  h as b een  large ly  
in ad equ a t e  in d escr ib in g  how  civ il se r van t s u n d erst an d  t h e  t e rm ,  an d  t h a t  t h e r e  is 
m uch  sco p e  f o r  f u r t h e r  w o rk  on  lead e rsh ip  as a con cep t ,  t r a in in g  lead e rs,  and  h ow  
civ il se r v an t s in t e r - r e la t e  w it h  M in ist er s.  Never t h e less,  t h e  e v id en ce  clea r ly  p o in t s 
t o  a m odel o f  lead ersh ip  no t  d escr ib ed  in  t h e  lit e ra t u re  u n d er  r e v iew  w h ich  I  
d escr ib e  in  m o re  de ta il and  call t h e  Leadersh ip  Circle.  Fin a lly ,  I  d iscu ss b r ie f ly  
w h a t  o t h e r  lessons I  t ake  f r om  t h e  research  and  d iscu ss w h ich  a r eas a r e  r ip e f o r  
f u r t h e r  in vest ig a t io n .
T h e  co n clu sio n s r e a ch e d  so  f a r
Ch ap t e r  3 com pared  and  con t r ast ed  d if f e r en t  lead e rsh ip  m od e ls w it h  each  o t h e r  
and  w it h  t h e  Depar tm en ta l co r p o r a t e  lit e ra t u re  t o  see  w h e t h e r  t h e r e  w as an
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ex ist in g  lead er sh ip  ap p roach  in  t h e  academ ic lit e ra t u r e  t h a t  cou ld  be sa id  t o  be t h e  
on e  t h a t  ap p lied  in  t h e  civ il ser v ice .  T h e  co n clu sion  d raw n  a t  t h a t  st ag e  w as t h a t  
t h e  t r an sfo rm at io n a l and  p a th -goal ap p r oach es w e re  c lo se st  t o  t h e  d isco u rse  in t h e  
Depar tm en t a l co rp o ra t e  m at er ia l,  a lt h ou gh  severa l o t h e r  ap p r o ach es o ve r lap p ed  
w it h  t h e  m at er ia l in  som e  resp ect s and  no  o n e  m odel w as c le a r ly  ab o v e  t h e  o t h e rs 
in  t e rm s o f  f it .
Perh ap s it  is n o t  su rp r isin g  t h a t  sim p le  m odels in  t h e  acad em ic lit e ra t u r e  o f  w h a t  
are  asp ect s o f  lead ersh ip  ra t h e r  t h an  f u ll acco u n t s o f  lead e rsh ip  in t h e  w o rkp lace  
( eg  No r t h o u se  1997) ,  f a il t o  d escr ib e  in  d et a il w h a t  is h ap pen in g  on  a d ay - t o -d ay  
basis.  I t  is m o re  w o r r y in g  t h a t  t h e  Depar tm en t a l co r p o r a t e  lit e ra t u r e  is sim ila r ly  
sim p list ic ,  a lt h ou gh  ag a in  on e  can  u n d erst an d  t h e  a t t r a ct io n  o f  r ed u cin g  com p lex  
b eh av io u r  t o  a se t  o f  easy  t o  u n derst and  st a t em en t s t h a t  can  be read ily  
com m u n ica t ed  ( D fES 2001 ) .  Bu t  it  is v e ry  d an g ero u s i f  co r p o r a t e  d e c is io n s ab o u t  
b eh av iou rs lead in g  t o  assessm en t s o f  p e r f o rm an ce ,  p rom o t io n  an d  rew ard  a r e  n o t  
so u n d ly  based  on  a d e t a iled  u n d erst an d in g  o f  w h a t  h ap pen s a t  w o rk .  T o  m ake  an  
e f f ect iv e  con t r ib u t io n  t o  o rg an isa t io n s' b u sin ess ob j ect iv es,  sim p le  id eas o f  t h is  so r t  
need  t o  be sit u a t ed  in a b roader ,  m o re  com p reh en sive ,  f r am ew o r k  b ased  on  w h a t  
real p eop le  rea lly  do ,  as a resu lt  o f  t h e ir  u n d erst an d in g  o f  lead ersh ip .  O t h e rw ise ,  
o r g an isa t io n s r isk  t r y in g  t o  im p lem en t  t h eo re t ica l id eas w it h  no  r e f e r en ce  t o  t h e  
d ay - t o -d ay  rea lit y  o f  t h e  w o rkp lace ,  and ,  t h e re fo re ,  no  r e fe ren ce  t o  t h e  rea lit y  o f  
t h e ir  w o rk fo r ce .  T h a t  is n o t  a r ecipe f o r  su ccess.
I n  Ch ap t e rs 4 , 5 and  6 , 1 looked  leadersh ip  as a sk ill,  lead e rsh ip  an d  t r a in in g ,  and  
lead ersh ip  and  M in ist er s r espect iv e ly .  T h ese  w e re  t h e  d om in an t  t h em es t h a t  m y  
in t e r v iew ees t a lk ed  ab o u t  in  t h e  research .  I n  t r u e  h e rm en eu t ic  st y le ,  d esp it e  
hav ing  h u n ch es f r om  m y  in it ia l r ev iew  o f  t h e  lit e r a t u re  an d  co rp o ra t e  
d ocum en t a t io n ,  it  is t h e  ev id en ce  t h a t  t h e  in t e r v iew ees p ro d u ced  t h a t  d e t e rm in ed  
t h e  d ir ect ion  o f  t h e  t hesis.  I  w ill f i r st  lo o k  a t  w h a t  I  lea r n t  in  Ch ap t e r  4  ab o u t  
lead e rsh ip  as a sk ill.
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First ,  all t h e  in t e r v iew ees t h o u g h t  t h a t  leadersh ip  w as ' r e a r  an d  had  clea r  d e f in in g  
ch a ract e r ist ics ( v isio n  et c. ) .  No -on e  w as aw kw ard  ab o u t  u sin g  t h e  t e rm ,  and  no-  
o n e  su g g est ed  it  sh o u ld n 't  be u sed  a t  all.  T h e  lan g uage w as b road  an d  sw eep in g  
b u t  p eop le  resist ed  t h e  no t ion  t h a t  ' le ad e r sh ip ' w as clea r ly  t h is t h in g  an d  n o t  t h a t  
t h in g  as i f  t h e r e  w e re  com pet in g  d e f in it io n s f r om  w h ich  t h e y  cou ld  choose .  T h e  
ev id en ce  sh ow s t h a t  p eop le  do  have an  in t e rn a lised  u n d er st an d in g  t h a t  can  be 
ap p lied  in  d ay - t o -d ay  sit u a t io n s,  w h ich  is su f f ic ien t ly  sh a red  t o  p e rm it  a m ean in g ,  
a lb e it  d e f in ed  in g en era lit ies,  t h a t  is com m on  in t h e  o r g an isa t io n .
T h e  sh a red  m ean in g  h e re  is based  on  t h e  tw in  id eas o f 'g iv in g  d ir e c t io n ' and  ' l iv in g  
v a lu e s' f o r  w h ich  I  u sed  t h e  t e rm s 'v is io n '  an d  'm o t iv a t io n ' .  Ch ap t e r  4  u n p acks 
t h ese  id eas and  ex p la in s in d et a il w h a t  t h e y  m ean t  t o  p eop le ,  b u t  in e ssen ce  v isio n  
is ab o u t  b r in g in g  id eas f r om  severa l so u rces in t o  a co h eren t ,  an d  co lle ct iv e ly  
ow ned ,  w h o le ,  t h a t  w ou ld  en g age  st a f f  and  d e liv e r  r esu lt s,  o u t com es,  t h a t  cou ld  
be m on it o red ,  f o r  ex am p le  t h r ou g h  m an ag em en t  in f o rm at io n .  I t  is a com p le t e  
cy cle  f r om  con cep t io n  t o  ou t com es,  b u t  d e f in ed  in t e rm s o f  v is io n  ra t h e r  t h an  
m anagem en t .
T h is is a f u n d am en t a l issue.  A  n ar row  v isio n  b y  it self ,  f o r  e x am p le  t h e  d esir e  b y  an  
in d iv id ua l t o  r ep r esen t  t h e  UK a t  t h e  2 012  O lym p ics,  is lau d ab le  so  f a r  as i t  g oes,  
b u t  f o r  an  o r g an isa t io n  such  as t h e  civ il se r v ice ,  su ch  a n a r row  s t a t em en t  is 
u se less as a st an d  a lon e  d e f in it io n  o f  v isio n  in  leadersh ip .  How  sh ou ld  f o llo w e r s 
react ? W h e t h e r  t h e y  ag ree  w it h  t h e  n ar row  v isio n  o r  no t ,  t h e r e  is n o t h in g  t h e r e  t o  
say  w h y  t h e  v isio n  is ap p rop r ia t e ,  o r  t o  say  h ow  t h e  v isio n  cou ld  be rea lised .  
Ne it h e r  is t h e r e  an y  f eed b ack  t o  m on it o r  p r og r ess o r  t o  assu re  ach ie vem en t .  T h is  
need  n o t  con f u se  t h e  ro les o f  leader  and  m anager .  Leadersh ip  d o es n o t  h ave  t o  
be ab o u t  t h e  d ay - t o -d ay  d et a il o f  t h e  j o u r n e y  t ow ard s t h e  v isio n .  Bu t  n e it h e r  is 
lead ersh ip  ab o u t  se t t in g  a goal and  t h en  ig no r in g  it  un t il t h e  d a t e  it  is d u e  t o  be 
reached .  T h a t  is abd ica t in g  resp on sib il it y ,  o r  f a il in g  t o  sh ow  a n ece ssa ry  f a ce t  o f  
leadersh ip .
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Sim ila r ly ,  n on e  o f  t h e  m ode ls o f  lead ersh ip  in  Ch ap t e r  3 t o o k  t h e  w h o le  p ict u re  in t o  
accou n t ,  and  in t h a t  v e r y  im po r t an t  sen se  t h e y  a re  d e f ic ie n t  as n a r ra t iv es o f  w h a t  
lead ersh ip  m eans in t h e  w o rkp lace .  I t  is essen t ia l t h a t  ex p r essio n s o f  lead e rsh ip  in 
t h e  w o rkp lace  e it h e r  con t a in  t h e  w h o le  cy cle  f r om  con cep t io n  t o  ou t com es,  o r ,  if  
c ir cum st an ces do  n o t  p e rm it  t e ll in g  t h e  w h o le  st o r y  b ecau se ,  f o r  ex am p le ,  issu es 
ab o u t  p ract ica l a ch ie vem en t  have  n o t  y e t  b een  se t t led ,  t h e y  h ave c le a r ly  exp r essed  
sp aces t o  o ccup y ,  in  t h e  w h o le  v isio n ,  w h en  t h e y  b ecom e ava ilab le .  An y t h in g  e lse  
is n o t  lead ersh ip ;  it  is b lu e  sk y  t h in k in g  w it h o u t  f o u n da t io n s.
Mo t iv a t in g  o t h e rs is a lso  ab o u t  d e liv e r y ,  b u t  it  is ach ieved  by  r eco g n isin g  t h e  
in d iv id ua l su b j ec t iv i t y  o f  t h e  st a f f  w o rk in g  on  t h e  v isio n .  W h e t h e r  a ll had  t h e  
n ecessa ry  sk i l ls  m ay  be u n cer t a in ,  and  t h e  idea o f  t e st in g  t h e  v is io n 's  r o b u st n ess 
by  rem ov in g  t h e  lead e r  t o  see  if  m o t iva t io n  he ld  up ,  as su g g est ed  b y  on e  p e rson ,  
m ay  be ad ven t u ro u s,  b u t  t h a t  r em a in s a t  least  a con cep t u a l ch eck  t h a t  cou ld  be 
app lied .  T h e re  w as a lso  q u it e  a lo t  ab o u t  h ow  w o rk in g  p ract ices co u ld  be 
im p ro ved  in o r d e r  t o  m ake  m o t iv a t io n  m o re cer t a in :  eg  b y  w o rk in g  f lex ib ly .  T h is  
w as ab o u t  m o t iv a t in g  st a f f  t o  d e l iv e r  b y  se t t in g  and  liv ing  t h e  r ig h t  v a lu e s t o  
app ea l t o  t h e ir  sen se  o f  w e ll be ing  and  be long in g .  T h e r e  w as no  a t t em p t  t o  
p ret end  t h a t  t h is w as f o r  e t h ica l r eason s a lon e  bu t  it  w as u n d e rst oo d  t h a t  b eh av in g  
e t h ica lly  w as r ig h t  and  im po r t an t  bo th  f o r  so cia l in clu sion  reaso n s an d  f o r  
en h an ced  de liver y .
T h e re  is a lo t  w r it t en  ab o u t  h ow  peop le  react  em o t io n a l ly  in  t h e  w o rk p la ce  ( eg  
Fin em an  2000 )  and  a lt h ou gh  it  w as n o t  an  asp ect  o f  lead e rsh ip  I  ex p ect ed  t o  
f ea t u re  st r o n g ly  in  t h is  research ,  it  w as ap p a ren t  t h a t  t h is w as im po r t an t .  From  
" lead e rsh ip  ... is ab o u t  in sp ir in g  p eop le "  ( Clare )  an d  " ... w h a t  y o u 'r e  t r y in g  t o  d o  is 
t o  ... in sp ir e  peop le  . . ."  (Mar t in )  t o  An d rew 's idea o f  t h e  v isio n  be ing  a " ... lod e st a r  
..." , t h e r e  w er e  p len t y  o f  exam p les o f  t h e  im po r t an ce  t o  lead e rsh ip  o f  f o l lo w e r  
su b j e ct iv it y  and  m o t iv a t io n .  T h e r e  are sim ila r  issu es in  Ch ap t e r  5 a b o u t  iso la t io n  
and  lack  o f  con f id en ce ,  w h ich  bu ild s a p ict u re  o f  em o t io n  in  f o llo w e r s be in g  an
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im po r t an t  e lem en t  t h a t  e f f e ct iv e  leaders m u st  con sid e r  an d  g e t  r ig h t .  I t  is a lso  an  
e lem en t  f o r  t h e  o rg an isa t io n  it se lf  t o  consid er .
T h e  lit e r a t u re  on  lead ersh ip  t en d s e it h e r  t o  ig n o re  t h is e lem en t  ( eg  t r a it  
lead e rsh ip )  w h ils t  t h e  co rp o r a t e  lit e r a t u re  has h in t s in  it  ( " ... y o u  en cou rag e ,  
m o t iv a t e  and  su p po r t  p eop le  f r om  all b ackg rou n d s . .."  ( D fES 200 1 ) )  b u t  even  t h a t  
seem s t o  be m o re  ab o u t  equa l o p p o r t u n it ies and  m an ag in g  d iv e r sit y  t h an  ab ou t  
t h e  su b j e ct iv i t y  o f  in d iv id ua l w o rke rs.
T h is  lack  o f  ap p recia t io n  o f  t h e  em o t ion a l com p on en t ,  and  e sp ec ia lly  t h e  em o t ion a l 
p e rsp ect iv e  o f  f o llow ers,  is ev id en t  f r om  t h e  w ay  lead e rsh ip  is an a ly sed  and  
d escr ib ed  in  t h e  lit e ra t u re .  As w e  saw  in Ch ap t e r  3, t h e  ap p r o ach es t o  lead ersh ip  
se t  o u t  in  No r t h ou se  ( 1 997)  f a ll in t o  t w o  b road  g roup s,  t h e  f i r s t  o f  w h ich  w as 
ab o u t  t h e  leader  t h em se lves,  and  t h e  secon d  ab ou t  t h e  lead e r  in  a so cia l con t ex t .  
Bu t  n on e  o f  t h e  ap p ro ach es t h e re  ex p lo re  in d ep t h  t h e  p o t en t ia l n eg a t iv e  
em o t io n a l p o sit io n s o f  e it h e r  t h e  leader  o r  f o llow ers.  Re ich e r  e t  al ( 2 005 )  do  
exp lo re  t h e  re la t io n sh ip  be tw een  lead er  and  f o llo w e r  in t h e ir  so cia l id en t it y  
ap p roach  t o  lead ersh ip  bu t  f o cu s on  t h e  im po r t an ce  o f  sh ared  id en t it y  b etw een  t h e  
tw o .  T h is is im po r t an t  in  co n sid e r in g  t h e  co n t ex t  f o r  t h e  em o t io n a l com po n en t  o f  
lead ersh ip ,  b u t  t h e r e  is no  d iscu ssion  o f  t h e  co n sequ en ces f o r  lead e rsh ip  o f  
iso la t io n ism  and  a lack  o f  con f id en ce  in f o llow ers.
Th er e  w e re  a n um be r  o f  o t h e r  po in t s t h a t  cam e o u t  w h ich  bu ild  on  t h is 
u n d erst an d in g  and  add  co lou r  t o  it . T h e  m ain  on es w e re  ( a )  t h e r e  w as no b e lie f  
t h a t  lead ersh ip  in  t h e  civ il se r v ice  w as m at e r ia lly  d if f e r en t  t o  lead er sh ip  an yw here  
e lse,  ( b )  t h a t  lead ersh ip  w as com m on ly  m ost  v is ib le  in  cr is is sit u a t io n s w h ich  led t o  
a d eb a t e  ab o u t  w h e t h e r  lead ersh ip  in  t h e  Depar tm en t  w as sh ow n  o n ly  in  cr isis o r  
cr isis- lik e  m om en ts,  ( c)  t h e r e  w as a con sen su s t h a t  lead e rsh ip  cou ld  be d isp layed  
by  all g rad es,  excep t  p e rh ap s t h e  m ost  j u n io r ,  and  w as n o t  r e st r ict ed  t o  t h e  u p p er  
ech e lon s,  and  ( d )  a lt h ou gh  t h e r e  w as a c lea r  v iew  t h a t  t h e r e  is a d ist in ct io n
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be tw een  lead ersh ip  and  m anagersh ip ,  t h is  w as not ,  in a d ay - t o -d ay  sen se ,  
p rob lem at ic.
Each  o f  t h e se  p o in t s is in t e rest in g  and  ad ds d et a il t o  t h e  o ve ra ll p ict u re .  Peop le  
b e lieved  t h a t  lead ersh ip  w as a sin g le  p h en om enon  t h a t  ex ist s in  o r g an isa t io n s in 
genera l;  t h e  civ il se r v ice  w as n o t  a sp ecia l case.  I f  t h a t  is r ig h t ,  t h en  t h ese  
research  f in d in g s w ill be ap p licab le  in m an y  o r g an isa t io n s,  n o t  o n ly  t h o se  in  t h e  
p ub lic sect o r .
T h e  p o in t  ab o u t  cr isis leadersh ip  is o n e  o n ly  h in t ed  a t  in  t h e  lit e ra t u re  ( eg  Ko t t e r  
( 1 990 ) ,  and  t h en  in  a m ilit a r y  con t ex t ) .  T h e  p a th -goal lead er sh ip  ap p r oach  and  
co n t in g en cy  t h eo r y  ( No r t h ou se  1997)  do  d iscu ss h ow  lead ersh ip  can  ch an g e  t o  su it  
c ir cum st an ces,  b u t  t h e  idea su g gest ed  by  som e  in t e r v iew ees w as t h a t  it  w as on ly  
a t  t im es o f  cr isis t h a t  leadersh ip  w as ap p a ren t  a t  all in  t h e  c iv il se r v ice .  T h e  
im p lica t io n  h e re  is leadersh ip ,  f o r  som e  a t  least ,  is som et h in g  t h a t  can  be  sw it ch ed  
on  b y  cr isis and  sw it ch ed  o f f  b y  rou t ine.  T h a t  is n o t  som et h in g  t h a t  t h e  co rp o ra t e  
lit e r a t u re  recogn ises,  n o r  w as t h e r e  a co n sen su s t h a t  t h is w as g en e ra l ly  t r u e .  I t  
r em a in s a f ascin a t in g  issu e  t h a t  is u n reso lved .
I t  w as assum ed  by  all ( a ' t a ken  f o r  g ran t ed ')  t h a t  lead ersh ip  is f o r  ev e ry o n e ,  o r  
a lm o st  eve ryon e ,  and  t h u s t h e  se t t in g  o f  v is io n s and  t h e  m o t iv a t io n  o f  f o llo w e rs is 
f o r  a lm o st  all as w ell.  T h e r e  w as no d ig g in g  beh in d  t h is ' t a k en  f o r  g ran t ed ':  it  
ap p ea red  t o  be a g en u in e  and  u n com p lica t ed  posit ion .  I t  r a ises q u est io n s ab ou t  
w h e t h e r  lead ersh ip  is r ea lly  t h e  sam e f o r  all g rades,  w h e t h e r  v e r y  sen io r  o r  v e ry  
j u n io r ,  t h a t  r em a in  un exp lo red .
O t h e r s have sa id  t h a t  t h e  d eb a t e  ab ou t  t h e  d if f e ren ce  b e tw een  lead e rsh ip  an d  
m an age rsh ip  is la rg e ly  f r u i t le ss ( eg  Pasca le  1991) ,  b u t  t h e  lit t le  e v id en ce  w e  have  
he re  is t h a t  t h e r e  is a d ist in ct io n  and  it  h inges on  m an ag er sh ip  b e in g  ab o u t  
p rocess.  Bu t  no  one  su g gest ed  t h a t  t h is w as p rob lem at ic.  A lt h o u g h  t h e r e  is no  
d ir e ct  ev id en ce  t o  su p po r t  t h e  idea it  seem s t o  m e t h a t  i f  lead e rsh ip  is a b o u t  v isio n
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and  m o t iv a t io n  lead in g  t o  p lan ned  ou t com es t h en  t h e  d e liv e r y  o f  t h o se  ou t com es,  
t h e  pa r t  lead e rsh ip  m on it o r s b u t  d oes n o t  d e liv e r ,  is t h e  pa r t  m an ager s con t ro l.
T h is  is a lso  su g g est ed  by  Za lesn ik  ( 1 977 / 1992 ) .
T h e  secon d  ev id en ce  ch ap t e r  d ea lt  w it h  lead ersh ip  and  t r a in in g ,  w h ich  as w e  saw  
is an  asp ect  o f  lead ersh ip  t h a t  t h e  Depa r tm en t  t a k es v e ry  se r io u sly ,  n o t  least  in t h e  
d e v e lo pm en t  an d  in t r o du ct io n  o f  t h e  Man ag em en t  and  Lead e rsh ip  Prog ram m e 
(MLP)  and  t h e  I n t r o d u ct io n  t o  Leadersh ip  Prog ram m e.  T h e  ev id en ce  h e re  w as 
m ixed .  First ,  a r ecu r r in g  t h em e  ab o u t  MLP is w h a t  e x act ly  is i t  w as abou t .  Fo r  
exam p le ,  d oes t h e  p rog ram m e se t  o u t  t o  ' t e a ch '  lead ersh ip ? Som e  t h o u g h t  t h a t  it  
w as su p po sed  t o  d o  t h a t  -  o t h e rs said  t h a t  t h e  p ro g r am m e  w as m o re  ab o u t  se lf  
d eve lopm en t .  Sim ila r ly ,  t h e  acad em ic lit e ra t u re  w as m ixed  ab o u t  w h e t h e r  
' le ad e r sh ip ' cou ld  be t a u g h t  a t  all.
T h e re  w as an  u n exp ect ed  n um ber  o f  r e fe ren ces t o  ' f e e lin g  iso la t ed '  an d  n eed ing  
'co n f id en ce  b u i ld in g ' w h ich  t h e  d iscu ssion  on  t r a in in g  g en era t ed .  T h is  t h em e  a lso  
in clu d ed  g iv in g  n ew ly  p rom o t ed  peop le  m o re  su p po r t  t h an  j u s t  f o rm a l t r a in in g .  I t  
ap p eared  t h a t  som e o f  t h is cam e as a resu lt  o f  coach in g  p ro v id ed  as p ar t  o f  MLP,  
w h ich  in v it ed  lead e rs t o  con sid e r  issues f r om  o t h e r s ' p o in t s o f  v iew ;  t w o  p eop le  
said  t h is had  com p le t e ly  a lt e red  t h e ir  ap p roach  t o  d ea lin g  w it h  st a f f ,  d ro p p in g  a 
on e -size - f it s- a ll ap p roach  and  ad op t in g  an  ap p ro ach  b ased  on  t h e  in d iv id u a l's 
p a r t icu la r  needs.
T r a in in g  in lead ersh ip  ( in clu d in g  t h e  coach in g  ava ilab le )  c lea r ly  h ad  b ene f ic ia l 
r esu lt s b u t  t h e  ev id en ce  is t h a t  p eop le  t o o k  v e ry  d if f e r en t  t h in g s f r om  t h e  t r a in in g .
Ch ap t e r  6 loo ked  a t  e v id en ce  ab ou t  leadersh ip  and  w o rk in g  w it h  M in ist er s.  On ce  
aga in ,  t h e r e  w as a b road  con sen su s ab ou t  t h e  posit ion .  I t  is c lea r  t h a t  lead e rsh ip  
in t h e  c iv il se r v ice  d oes n o t  in clu d e m ak ing  st r a t eg ic p o licy  d ec is io n s t h a t  a r e  t h e  
resp on sib il it y  o f  M in ist er s.  W hat ev e r  ro le o n e  ascr ib es t o  c iv il se r v an t s an d  d esp it e  
t h e  su p e r io r it y  t h a t  o n e  can  a llow  civ il se r v an t s in t e rm s o f  k n ow led g e  an d  
exp er ien ce  ( i f  o n ly  t h r ou g h  lon gev it y ) ,  t h e r e  is no  d o u b t  t h a t  t h e  la rg e  p o licy
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decisio n s a r e  m ade by  p o lit ician s.  T h is is bo th  t h e  p ract ica l p o sit io n  and  t h e  
co n st it u t io n a l p osit ion ,  and  n o -one  t h o u g h t  t h a t  esp ecia l ly  p r o b lem a t ic  in  it self .
Th er e  is p len t y  o f  room  f o r  civ il se r van t s t o  ex e rcise  lead e rsh ip  in  t e rm s o f  (a)  
ad v ice  o f  all so r t s,  ( b )  m od ify in g  p o licy  p roposals,  ( c)  p u t t in g  p o l icy  d ecisio n s in to  
e f f ec t  and  (d )  on  q u est io n s o f  p ro b it y  and  f a irn ess.  So  w h ils t  M in ist e r s t a k e  t h e  
b ig  d ecisio n s,  t h o se  d ec isio n s a re  o f t en  sh aped  b y  civ il se r van t s,  w h o  h ave bo t h  a 
p ract ica l and  const it u t io n a l ro le t o  pe r fo rm .  I n d eed ,  in in f lu en cin g  M in ist e rs,  civ il 
se r van t s can  and  do  d isag ree  w it h  M in ist er s,  and  on  q u est io n s o f  p ro b it y  and  
f a ir n ess can  in sist  t h a t  t h e ir  ad v ice  is h eeded .
Th e  q u est io n  o f  t h e  ch an g in g  ro les o f  bo t h  M in ist e r s and  t h e  c iv il se r v ice  o ve r  
r ecen t  y ea r s is d iscu ssed  la t e r  on  in t h is ch ap t e r  in  t h e  sect io n  on  t h e  im p lica t ion s 
f o r  p ro fession a l p ract ice.
T h is m eans t h a t  lead ersh ip  is being  ex h ib it ed  in d if f e ren t  w ay s in d if f e r en t  
c ir cum st an ces.  W h en  a n ew  Secr e t a r y  o f  St a t e  t a k es o ve r  a d ep a r tm en t  h e  o r  sh e  
in h e r it s t h e  d ecisio n s o f  t h e ir  p red ecesso r  w h ich  w ill h ave  h ad  a p u b lic f a ce  ( in  
Par liam en t ,  in  g o v e rnm en t  papers,  in t h e  new s)  and  a p r iv a t e  b ack g rou n d ,  w h ich  is 
con t ro lled  p a r t ly  b y  t h e  civ il se r v ice  and  p a r t ly  b y  o t h e rs,  f o r  e x am p le  po lit ica l 
p a r t ies and  o t h e rs w h o  adv ise  m in ist er s.  I t  is exp ect ed  t h a t  t h e  n ew com er  w ill 
w an t  t o  ex e r cise  lead ersh ip  a t  o n ce ,  p e rh ap s st a r t in g  b y  en d o r sin g ,  a lt e r in g  o r  
r eve rsin g  d ec isio n s m ade  b efo re t h e ir  a r r iva l.  W h a t  is n o t  in  d o u b t  is t h a t  M in ist e r s 
have t h e  r ig h t  t o  do  j u s t  t h a t ,  and  t h e  civ il se r v ice 's r o le is t o  ad v ise ,  and  t h en  t o  
p u t  in t o  p ract ice  t h e  n ew  po licies.  Bu t  m in ist e r s can n o t  t a k e  a ll d e c is io n s and  
hav ing  se t  t h e  v isio n  p o l it ica lly  a t  a st r a t eg ic  leve l,  t h e y  leave  p len t y  o f  r oom  fo r  
t h e  civ il se r v ice  t o  sh ow  leadersh ip .  T h e r e  is a d y n am ic  and  a t en sio n  a b o u t  t h is 
a r ran g em en t  w h ich  m akes w o rk in g  w it h  m in ist e r s by  t u rn s in fu r ia t in g  and  v e ry  
excit in g .  A  sen io r  c iv il se r van t  is t an t a ly sin g ly  c lo se  t o  real p ow e r  an d  au t h o r it y  
k now ing  t h a t  it  w ill f o r e v e r  r em ain  j u s t  o u t  o f  reach .
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O v e r a l l  co n clu sio n s
By  b r ing in g  t o g e t h e r  t h e  con clu sion s d raw n  f r om  t h e  lit e r a t u re  in Ch ap t e r  3 and  
f r om  research  in  Ch ap t e r  4  a n ew  m odel o f  lead ersh ip  in  t h e  c iv il se r v ice  can  be 
su g gest ed .  T h e  m odel is se t  o u t  la t e r  in t h is chap t er .  Bu t  le t  u s t r ace  t h e  
a r g um en t  t h rou gh .  From  t h e academ ic and  co r p o ra t e  lit e r a t u re  it  seem ed  lik e ly  
t h a t  t h e  t r an sfo rm at io n a l an d  p a th -goal ap p ro ach es w e re  c lo sest  t o  h ow  leadersh ip  
in  t h e  civ il se r v ice  w o rked .  Let 's st a r t  w it h  t h e  la t t er  ap p r o ach  f i r s t  a s i t  seem s a 
r eason ab le  f i t  w it h  t h e  ev id en ce.
I n  t h e  p a th -goal ap p roach ,  t h e  lead er  u ses a v a r ie t y  o f  t a ct ics ( f o r  ex am p le ,  
d ir ect iv e ,  su p p o r t iv e ,  p a r t ic ip a t iv e )  d ep en d in g  on  t h e  sit u a t io n ,  t o  en h an ce  " ... 
em p lo yee  p e r fo rm an ce  and  em p lo yee  sa t isf ac t io n  by  f o cu sin g  on  em p lo y ee  
m o t iv a t io n "  ( No r t h ou se  1997 : 88 ) .  T h e  u n d er ly in g  p rob lem  is t h a t  t h e  t h eo r y  
exp ect s p eop le  t o  b eh ave  ra t io n a lly  ( w h ich  is h ow  m o t iv a t io n  w as t h o u g h t  t o  w o rk  
in t h e  ea r ly  1970s w h en  t h is t h eo r y  em erg ed )  and  i t " . . .  u n d e rest im a t ed  t h e  
im po r t an ce  o f  em o t io n a l and  n on -co n sciou s e f f o r t s o f  m em b ers o f  so cia l g r o u p s 
and  t h e  sym bo lic  sig n if ican ce  o f  lead e r  b eh av iou r s"  ( Rick a rd s an d  Cla r k  2 006 : 83 ) .  
So  t h e  t h eo r y  in v it es leaders t o  r eact  t o  t h e  sit u a t io n  b u t  n o t  t o  t h e  in d iv id u a l ( f o r  
exam p le ,  y ou  n eed  t o  be su p p o r t iv e  w h en  t h e  w o rk  is u n d em and in g ;  o r  d ir e ct iv e  
w h en  t h e  w o rk  is u n st ru ct u red ,  r eg ard less o f  t h e  in d iv id u a l co n ce rn ed  w h o  m ay  
n o t  m ind  u n d em and in g  w o rk ,  o r  m ay  re lish  t h e  f r eed om  g iven  b y  a la ck  o f  
st ru ct u re) .  T h is  con t rast s st a r k ly  w it h  t h e  ev id en ce  in  t h e  in t e r v iew s.  W e  have  
seen  h ow  som e in t e r v iew ees have sa id  t h a t  learn in g  t o  dea l w it h  s t a f f  as 
in d iv id u a ls w it h  d if fe r in g  needs regard less o f  t h e  sit u a t io n ,  h as en h an ced  t h e ir  
p e r f o rm an ce  as leaders.  None  o f  t h e  in t e r v iew  dat a su g gest ed  t h a t  c iv il se r van t s 
t en d ed  t o  r eact  t o  t h e  sit u a t io n  a lo n e  w it h  no  t h o u g h t  f o r  t h e  in d iv id u a l.  So  a key  
com po n en t  o f  t h e  pa th -goal app roach  is m issing .
T h e re  w er e  a lso  ech oes o f  t r an sfo rm at io n a l ap p r o ach es in t h e  da ta ,  b u t  o n ce  aga in
lit t le  ev id en ce  o f  t h e  co re  com po n en t  o f  t h e  ap p roach ,  w h ich  is a b o u t  ch an g in g ,
/
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t r an sf o rm in g ,  f o llow ers.  Bu t  o t h e r  im po r t an t  a sp e c t s , " ... v a lu es,  e t h ics,  st an d ard s 
and  lo n g - t e rm  g oa ls . . ."  ( No r t h ou se  1997 : 130)  w e re  p resen t .  I t  is p o ssib le  t o  see 
t r an sact io n a l lead ersh ip  a t  w o rk  in t h e  civ il se r v ice  f i f  y ou  a ch ie v e  t h is  ob j ect iv e  it  
w ill h e lp  y ou  w in  t h is  bonus') ,  and  t r an sf o rm at io n a l lead e rsh ip  ( t h e  Depa r tm en t 's 
b eh av iou rs su g g est  t h a t  p eop le  sh ou ld  ch an g e  t o  f i t  t h e  b eh av io u r s req u ired )  and  
p e rh ap s ch a r ism a t ic leadersh ip  as w e ll ( as Mar k  sa id  in Ch ap t e r  4  " . . .  it 's t aken  
som eon e  lik e [ D irect o r ]  t o  b r in g  a sen se  o f  d ir ect io n  and  c la r it y  . .." ) ,  b u t  t h e  
o ve rw h e lm in g  sen se  in t h e  ev id en ce  is n o t  o f  t r an sfo rm at io n  o f  f o l lo w e r s b u t  o f  
d e l iv e r in g  t h e  o u t com es requ ired  b y  be ing ,  am on g st  o t h e r  t h in g s,  sen sit iv e  t o  t h e  
n eed s o f  in d iv id u a l f o l low er s ra t h e r  t han  b y  t r an sfo rm in g  t h em .
I t  is p o ssib le  t o  a rg u e  t h a t  t h e  Man agem en t  and  Leadersh ip  Pro g r am m e and  t h e  
Pro fession a l Sk ills f o r  Governm en t  p r og ram m e a re  t r an sfo rm at io n a l,  a t  le ast  t o  t h e  
e x t en t  t h a t  t h e y  a im  t o  im p ro ve  p er fo rm an ce .  An d  as t h e y  a re  f r am ew o r k s w it h in  
w h ich  m an y  so lu t io n s ( t r a in in g  cou rses,  m en t o r in g ,  j o b  ch an g es e t c)  cou ld  be 
ap p lied  t o  su it  in d iv id u a ls'  n eeds,  t h e y  do  n o t  exclu d e  t r an sfo rm at io n .  Bu t  t h a t  is 
n o t  w h a t  t r an sfo rm at io n a l lead ersh ip  as d escr ib ed  by  No r t h ou se  is a ll ab ou t ;  f o r  
h im  t r an sfo rm at io n  in clu d es an  e t h ica l ch an g e  in b o t h  lead e r  and  f o l low er .  T o  go  
f u r t h e r ,  M cAu ley  e t  al ( 2007 :  4 03 )  d iscu ss h ow  p a ra lle ls b e tw een  t r an sfo rm at io n a l 
lead ersh ip  and  cu lt s o r  r e lig io ns can  be d isce rn ed .
So  w h a t  w e  have h ere d o esn 't  f i t  e it h e r  o f  t h e  t w o  lead e rsh ip  ap p r o ach es t h a t  
w er e  t h e  b est  f i t  w it h  t h e  co rp o ra t e  lit e ra t u re .  On e  con clu sion  t h a t  su g g est s it se lf  
is t h a t  t h e  acad em ic m ode ls d escr ib ed  b y  No r t h ou se  and  o t h e r s a re  in t e rest in g  and  
u sefu l an a ly t ica l t o o ls b u t  can n o t  by  t h em se lv es d escr ib e  w h a t  is h ap pen in g  in 
p ro fession a l d ay - t o -d ay  sit u a t ion s;  n o -on e  is o n ly  an d  a lw ays a t r an sact io n a l leader  
f o r  exam p le .  T h is  is u n d erp in n ed  by  t h e  asse r t io n  in Ch ap t e r  3 t h a t  lead e rsh ip  
m o d e ls t en d  t o  com e in t o  and  f all o u t  o f  f ash ion ;  t h is is m o re  f u n d am en t a l t h an  
m ode ls evo lv in g  and  be ing  u pd at ed ,  t h ey  b ecom e su p ersed ed .
170
T h e y  m ay ,  in  t h e  case  o f  t h e  civ il se r v ice ,  h ave b ecom e su p e rsed ed  n o t  o n ly  in  t h e  
sen se  o f  t im e  m arch in g  on  o r  n ew  t h eo r ies and  in - sig h t s com in g  t o  t h e  f o re ,  b u t  as 
a d ir e ct  con sequ en ce  o f  f u n d am en t a l ch an g es in t h e  se rv ice  in t r o d u ced  in t h e  
Th a t ch e r  y ear s,  t h e  1980s.  Th e  ad ven t  o f  n ew  pub lic m an agem en t  in  t h e  pub lic 
se ct o r  led  t o  m an y  sig n if ican t  ch anges,  f o r  ex am p le  " ... n ew  o rg an iza t io n a l f o rm s,  
r o les and  cu lt u r es em e rg ed "  ( Fe r lie  e t  al ( 1996 :  1) )  w h ich  h ave  im pacted  
sig n if ican t ly  on  bo t h  civ il se r van t s and  g o v er nm en t  m in ist e r s ( see  Ch ap t e r  6) . T h a t  
m ay  have been  en ou gh  t o  sh if t  leadersh ip  in t h e  civ il se r v ice  q u it e  a d ist an ce  f r om  
t h e  m ode ls o f  lead ersh ip  in t h e  lit e rat u re.
Bu t  even  a llow in g  f o r  all t h a t ,  t h e  q u est io n  o f  d e liv e r in g  o u t com es is om it t ed  f r om  
lead ersh ip  m odels.  T h e  Gov ernm en t 's ow n  PI U rep o r t  d o esn 't  h ave ach iev em en t  
o f  d e liv e r y  o b j ec t iv es in t h e ir  l ist  o f  lead ersh ip  b eh av iou rs in ac t io n  ( PI U  2000) )  
and  t h u s t h a t  isn 't  a f a ct o r  in  d iscu ssin g  t h e re  w h y  o n e  m ode l o f  lead e rsh ip  m ay  be 
m o re  e f f ect iv e  t h an  ano th e r .  Fo r  exam p le ,  o n e  q u est io n  is t h a t  is im po r t an t  b u t  
o ve r lo o ked  is, i f  t r an sact io n a l,  t r an sfo rm at io n a l and  ch a r ism a t ic  lead er sh ip  f o rm  a 
loo se con t in u um  a long  w h ich  a lead er  m ig h t  t r ave l ( Rick a rd s an d  Cla r k  2006 :  79  e t  
seq  d o esn ' t  go  q u it e  t h a t  f a r  a lt h ou gh  t h e y  do  d iscu ss all t h r ee  t o g e t h e r )  t h en  h ow  
d oes st op p in g  o f f  a t  d if f e ren t  p o in t s a f f e ct  t h e  d e liv e r y  o f  o u t com es? T h is  su r e ly  is 
a m at t e r  o f  cen t ra l im po r t an ce.  O r  a re  w e  so  t r an sf ix ed  b y  t h e  q u est io n  o f  
lead ersh ip  t h a t  w e  lo o k  o n ly  a t  leaders and  som et im es a t  f o l lo w e r s an d  n o t  a t  
r esu lt s o b t a in ed  b y  t h em ?
One o f  t h e  in t e rest in g  asp ect s is t h a t  t h e  o u t com es requ ired  a r e  g en e ra lly  
d e liv e red  n o t  by  c iv il se r van t s t h em se lves b u t  by  o t h e rs in  a v a r ie t y  o f  r e la t io n sh ip s 
w it h  Gov ernm en t ,  f o r  ex am p le  sch oo ls,  co lleg es an d  u n ive rsit ies.  As w e  saw  in 
Ch ap t e r  4 ,  t h is r eq u ires in f lu en cin g  sk il ls in civ il se r v ice  leaders.  T h is  is n o t  
ch an ged  b y  f in d in g s f r om  o t h e r  chap t ers.  V iew s a b o u t  t r a in in g  d o  n o t  a f f e ct  t h is 
and  n o r  do  t h e  com p lica t io n s o f  t h e  M in ist e r ia l d im en sion .  So  w e  can  co n clu d e
t h a t  w h ils t  t h e r e  is a co n sen su s in  t h e  da ta  ev id en ce  ab o u t  lead er sh ip  in  t h e  civ il
\
serv ice ,  w e  can 't  f i t  t h a t  v iew  in t o  a know n  m ode l o f  lead ersh ip .  Pa t h -g oa l and
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t r an sf o rm at io n a l t h eo r ies co v er  som e o f  t h e  g round  b u t  im p o r t an t  e lem en t s a re  
m issing ,  in  p a r t icu lar ,  t h e  su b j ec t iv i t y  o f  f o l low er s in t h e  f o rm e r  and  t h e  essen t ia l 
sym b io t ic b i- la t e ra l ch an g e  req u irem en t  o f  t h e  lat t er .  Cru cia lly ,  n e it h e r  ex t en d s t o  
c lo se  t h e  c ir c le  f r om  v isio n  t o  ou t com e  and  n e it h e r  d iscu sses d e l iv e r in g  t h e  
ou t com es t h ro u g h  a t h ir d  p a r t y  o rgan isa t io n .
As a co n sequ en ce ,  ex ist in g  m ode ls,  w h i lst  p ro v id in g  usefu l an a ly t ica l t o o ls,  can n o t  
h e lp  us u n d erst an d  h ow  leadersh ip  in  t h e  civ il se r v ice  op e ra t e s in  a p ract ica l sen se,  
and  a new ,  m o re com p reh en sive ,  m ode l is r equ ired .
N ew  m od e l  o f  le a d e r sh ip  -  t h e  Le a d e r sh ip  C ir c le
T h e  ev id en ce  f r om  t h e  in t e r v iew  d a t a is q u it e  clear .  Lead er sh ip  st a r t s w it h  v isio n ,  
e it h e r  f r om  on e  sou r ce  o r  m ore lik e ly  f r om  severa l,  in clu d in g  m in ist e r s and  ex t e rn a l 
ad v ise r s and  p ressu re  g roups.  T h a t  v is io n  m u st  be c lea r ly  a r t icu la t ed  so  as t o  
p ro v id e  t h e  basis f o r  t h e  m o t iva t io n  o f  f o llow ers,  n o t  o n ly  t h o se  in  t h e  civ il se r v ice  
b u t  in  d e liv e r y  p a r t n ers as w e ll,  w h o  w ill g o  on  t o  ach ieve  t h e  re su lt  r eq u ired .  Th is 
v isio n  m u st  be im p lem en t ed  t o  p ro v id e  t h e  m o t iv a t io n  n eeded  t o  en su r e  it s 
d e liv er y .  T h e  v e ry  act s o f  in t e rp re t at io n  and  com m u n ica t io n  a re  f r au g h t ,  o f  
cou rse ,  w it h  t h e  p rob lem s o f  a d om in an t  d iscou rse  d r iv in g  o u t  a lt e r n a t iv e s and  t h e  
im posit io n  o f  t h a t  d isco u rse  t o  t h e  ex clu sion  o f  t h e  ideal sp eech  m om en t .  T h is  is a 
com p lex  a rea  w h er e  leaders m ust  r ecogn ise t h e  in d iv id u a l su b j e c t iv it y  o f  t h o se  
in vo lv ed  and  n o t  ad o p t  a sin g le  ap p roach  e it h e r  t h ro u g h  lazin ess o r  t h r o u g h  a 
b e l ie f  t h a t  t h e  p revailin g  sit u a t ion  a lo n e  d ict a t e s h ow  t o  act .  N e it h e r  can  a leader  
r e lax  a t  t h is po in t .  W h ilst  t h e  act iv i t y  m ay  be e lsew h e re  in f o llo w e r s,  an d  in  
d e liv e r y  par t ners,  leaders m u st  co n t in u e  t o  m on it o r  p ro g ress an d  in j e ct  lead ersh ip  
( ie.  in t e rm s o f  v isio n ,  m o t iva t io n ,  and  t h e  exp r ession  o f  o u t com es)  t o  en su r e  t h e  
requ ired  resu lt s a re  ach ieved .
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Fig  1 : T h e  L e a d e r sh ip  C ir c le
I t  is p o ssib le  t o  r ed u ce  t h is com p lex it y  t o  a sim p le  d iag ram ,  d ep ic t in g  a c ir cle ;  
v isio n  t o  m o t iv a t io n  t o  m on it o r in g  t o  ou t com es,  w h ich  can  t h en  lead  t o  a n ew  
v isio n .  Th e r e  a re  d an ger s o f  r ed u cin g  t h is m odel t o  a sim p le  d iag ram m a t ic  
r ep resen t a t io n  t h a t  com es o u t  in  a neat ,  f o u r  par t ,  c ir c le  t h a t  a p p ea r s t o  m im ic t h e  
Ko lb  learn in g  c ir c le  o r  t h e  Bost on  m at r ix .  I t  se r io u sly  u n d e rp lay s t h e  com p lex  
in t e rac t io n s t h a t  can  a r ise  in  d ay - t o -d ay  life,  it  w r on g ly  su g gest s t h a t  t h e r e  is a 
sin g le ,  an d  seq u en t ia l,  p a t hw ay  f r om  st a r t  t o  f in ish  and  b ecau se  it  loo ks sim p le  it  
im p lies t h a t  t h e  m odel can  be easily  d escr ib ed  and  j u s t  as easi ly  o p era t ed .  T h ese  
a re  all se r io u s ob j ect io n s,  b u t  t h e  v a lu e  in h av in g  an  u n com p lica t ed  d iag ram  is t h a t  
it  sh ow s p la in ly  and  u n equ ivo ca lly  t h a t  t h is m odel o f  lead e rsh ip  is m u ch  m o re  t h an  
j u s t  se t t in g  a v isio n  and  g u id in g  f o llo w e rs so  t h a t  t h ey  reach  t h e  v isio n .  T h e  
m on it o r in g  and  ou t com es com pon en t s a re  cru cia l if  t h e  lead e rsh ip  f u n ct io n  is t o  
d e liv e r  w o r t h w h ile  and  last in g  change . I n  con sid e r in g  t h a t ,  f o l lo w e r s p lay  a cr it ica l 
p a r t  in  t h e  su ccess o f  t h e  lead er  and  t h u s t h e  su ccess o f  lead e rsh ip ,  an d  t h e  
in t e ract io n  b etw een  t h e  tw o  is a f u n d am en t a l p a r t  o f  a ch ie vem en t  ( see  Re ich e r  e t  
al ( 2007 ) ) .
One f e a t u r e  o f  t h e  m odel t h a t  is m issed  by  t h e  d iag ram  is t h e  rea l l if e  com p lica t io n  
o f  m ov in g  b ack  an d  f o r t h  f r om  one  e lem en t  o f  lead e rsh ip  t o  an o t h e r  in  a f le x ib le  
m anner .  T h e re  is no  reason  t o  st ick  r ig id ly  t o  t h e  seq u en ce  in  t h e  m ode l,  and
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som e  g ood  reason s w h y  an  e f f e ct iv e  lead er  m u st  be su f f ic ie n t ly  a le r t  t o  m ove 
ab o u t  f r om  one  p a r t  o f  t h e  leadersh ip  c ir c le  t o  an o th er .  M on it o r in g  in  it s w id est  
sen se  m ig h t  com e  an yw h e re ,  and  ce r t a in ly  a m an age r  w ou ld  m on it o r  and  eva lu a t e  
p rog ress t ow ard s ou t com es.  An  e f f e ct iv e  lead er  w h o  w an t ed  t o  r e t a in  t h e  
m o t iv a t io n  o f  t h e ir  st a f f  and  bu ild  on  exp er ien ce  t o  st ee r  t h em  in se t t in g  up  new  
v is io n s w ou ld  n eed  t o  k now  a lo t  ab o u t  t h e  w h o le  p r o cess so  m on it o r in g  is 
im po r t an t  t h rou g h ou t .  T h is  w ou ld  be essen t ia l n o t  least  f o r  t h e  rew ard in g  o f  
f o llo w e rs and  f o r  t h e ir  d ev e lo pm en t  and  p rog ression  in t h e  o r g an isa t io n  ( see 
Ca r t e r  and  Jackso n  ( 1994 :  89) ) .
So  it  is w it h  som e  t r ep id a t io n  t h a t  I  o f f e r  t h e  d iag ram  as an  a id  t o  u n d erst an d in g  
ra t h e r  t h an  a com p le t e  d escr ip t ion .  T h e  key  t o  t h e  Leade rsh ip  Cir c le  is t h e  need  t o  
g o  b eyon d  v isio n  and  t h e  en cou rag em en t  o f  f o l low er s t o  d e liv e r  r e su lt s b y  an  
ad d it io n a l f o cu s on  m on it o r in g  and  ach iev in g  resu lt s.
Con se q u e n ce s f o r  p r o f e ssio n a l  p r a ct ice
Each  o f  t h e  t h r ee  ev id en ce  ch ap t e rs has a lesson  f o r  p r o fession a l p ract ice  w h ich  I  
d iscu ss in m o re  de ta il be low .  T h e  t h ree  lesson s a re  ( a)  lead e rsh ip  m ode ls in  t h e  
acad em ic lit e r a t u re  rev iew ed  h ere a re  in su f f ic ien t  t o  d escr ib e  h ow  lead e rsh ip  is 
u n d erst ood  in t h e  w o rk  en v ir o nm en t  so  HR p ract ices sh o u ld n 't  be b ased  on  t h em ,  
( b )  t r a in in g  f o r  lead ersh ip  is p rob lem at ic and  lead e rs a re  in su f f ic ien t ly  su p po r t ed  in 
d ay - t o -d ay  ro les,  and  ( c)  t h e  ro le o f  M in ist e r s and  civ il se r v an t s has ch an g ed  
m a rked ly  o ve r  t h e  last  30  years o r  so  and  t h e r e  is s ig n if ican t  d o u b t  t h a t  t h is  h as 
been  re f lect ed  in t h e  w ay  t h o se  ro les are  p er f o rm ed .
T h e  f i r s t  lesson  is ab o u t  m odels o f  leadersh ip .  T h is  r esearch  su g g est s t h a t  an y o n e  
seek in g  t o  d eve lop  p ro fessiona l p ract ice  in  lead ersh ip  in t h e  c iv il se r v ice ,  e it h e r  
f r om  an  academ ic o r  p ract ica l p o in t  o f  v iew ,  sh ou ld  lo o k  b eyon d  t h e  ex ist in g  
lit e rat u re.  T h e re  is in su f f ic ien t  d iscu ssion  o f  w h y  lead ersh ip  is r eq u ired  a t  all 
(m an y  b ooks have case  st u d ies,  f o r  ex am p le  Ricka rd s an d  Cla r k  2 006 ) ,  b u t  a ll t o o
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o f t en  t h e r e  is an  assum p t io n  t h a t  lead e rsh ip  as u n derst ood  in  t h e  a cad em ic 
lit e ra t u re  is d e  f act o  a good  and  n ecessa ry  t h in g .  Hum an  r e la t io n s m an ager s 
seek in g  t o  d eve lop  o r  im p ro ve  lead ersh ip  sk i l ls in  t h e  civ il se r v ice  sh o u ld n 't  w o r r y  
o ve rm u ch  ab ou t  w h e t h e r  one m odel o r  a n o t h e r  in t h e  lit e r a t u re  is t h e  r ig h t  o n e  t o  
em b race ;  in d eed  em b racin g  an y  o ld  m odel as t h e  ' r ig h t  o n e '  w ill m islead .  Bu t  
t h e r e  is a t h em e  t h a t  can  be relied  upon ,  t h e  lead ersh ip  c ir c le  o f  v is io n  and  
m o t iv a t io n ,  f o llow ed  by  m on it o r in g  p rog ress and  ach iev in g  t h e  d esir ed  ou t com es,  
o f t en  t h r o u g h  t h ir d  par t ies.  T h a t  is w h a t  p eop le  recog n ise  as lead e rsh ip  and  how  
lead ersh ip  in t h e  civ il se r v ice  looks t o  civ il se r van t s.  I f  em p lo ye rs a r e  basing  
p rom o t io n  and  rew ard  p ackages on  academ ic m ode ls,  as m ig h t  b e  su p p o sed  f r om  
t h e  PI U r ep o r t  ( PI U 2000)  f o r  exam p le ,  t h en  t h e r e  is a se r io u s r isk  t h a t  t h o se  
p ackages a re  n o t  r ew ard in g  p ract ice  t h a t  g e t s t h e  b est  o u t com es and  t h a t  leaders 
b eh av io u r  is t h u s skew ed  aw ay  f rom  w h a t  w o rk s b est  an d ,w h a t  t h e y  u n d erst an d  
as lead ersh ip  in  a p ract ica l en v ir o nm en t .
Second ,  t r a in in g  on  t h e  Man ag em en t  and  Leadersh ip  Pro g r am m e has been  w e ll 
r eceived  and  t h e  coach in g  has b een  a cru cia l p a r t  o f  t ha t ;  b u t  t h e  su p p o r t  f o r  
n ew ly  p rom o t ed  and  ex ist in g  civ il se r van t s n eed s t o  be rev iew ed  w it h  an  em ph asis 
on  in creasin g  co n f id en ce  and  red u cin g  t h e  lik e lih ood  o f  iso la t ion .  So  f a r  as t r a in in g  
lead ers is con cern ed  t h e  b ig  lesson s f o r  p ro fession a l p r act ice  a re  ab o u t  
u n d erst an d in g  w h a t  w e  a re  t r y in g  t o  t each  in  f o rm a l p rog r am m es,  an d  m ak in g  
su re  w e  b e liev e  t h o se  t h in g s are t each ab le  a t  all;  and  accep t in g  t h a t  f o rm a l 
p r og r am m es can  on ly  go  so  f a r  and  w ill be rece ived  p o sit iv e ly  b y  o n ly  a p ropo r t io n  
o f  t h e  pa r t icip an t s.  T h e re  is a c lea r  con sen su s t h a t  co n t in u in g  su p p o r t  is 
n ecessary ,  esp ec ia lly  f o r  n ew ly  p rom o t ed  leaders,  and  t h a t  low  se lf  co n f id en ce  and 
f ee l in g s o f  iso la t io n  w ere  com m on .  Th e r e  w as a 's in k - o r - sw im ' m en t a l it y  ab o u t  t h e  
w ay  t h e  Depa r tm en t  t r ea t ed  leaders t h a t  som e f e lt  u n d erm in ed  t h em .  T h e  w h o le  
p ack age  o f  t r a in in g  and  su p po r t  had  sig n if ican t  gaps.
Th ird ,  t h e  n eed  t o  co n sid e r  w h e t h e r  t h e  f u n d am en t a l ch an g es in  t h e  ro les o f  
M in ist e r s and  t h e  Civ il Se rv ice  o ve r  t h e  last  t h ir t y  y ea r s h ave b een  su f f ic ie n t ly
175
u n derst ood  and  ad equ a t e  t r a in in g  and  su p p o r t  f o r  bo t h  p rov id ed .  T h e  issu es 
a r isin g  f r om  t h e  in t e r f ace  b etw een  civ il se r van t s and  M in ist e r s a r e  a s m uch  
con st it u t io n a l as p ract ica l.  D esp it e  t h e  Codes issu ed  b y  t h e  Cab in e t  O f f ice  peop le  
f e lt  t h e r e  w as scop e  t o  do  m o re t o  m ake  su re  t h e  in t e r f ace  w as e f f ect iv e .  On e 
idea d iscu ssed  is ab o u t  m ak in g  t h e  re la t io n sh ip  m uch  m o re  f o rm a l,  b y  t u rn in g  t h e  
civ il se r v ice  in t o ,  as Clare  p u t  it ,  'a  p ro fession '.  Bu t  as H en n essy  ( 1 989 : 378 )  
r em in d s u s t h e  re la t io n sh ip  be tw een  civ il se r van t s and  M in ist e r s,  l ik e  t h e  UK 
con st it u t io n  it self ,  is se t  b y  " ... h is t o r y ... cu st om  and  p ract ice  . . . "  T h is  m ay  n o t  
m a t t e r  i f  t h e  re la t io n sh ip  con t in u es t o  evo lv e  s low ly  b u t  as w e  h ave  seen  in 
Ch ap t e r  6 t h e r e  a re  se r io u s q u est io n s ab o u t  m an ager ia lisa t io n  in  t h e  1980s and  
t h e  s ig n if ican t  ch an g e  in  r o les f o r  bo t h  M in ist e r s and  civ il se r van t s.  A r e  bo t h  
g ro u p s aw are  o f  t h e  ch anges and  f u l ly  sk illed  in lead in g  in t h e  n ew  en v iro nm en t ?
Taken  as a w h o le ,  t h e re fo r e ,  p ro fessiona l p ract ice ,  bo t h  in  t h e  c iv il se r v ice  and  
e lsew h ere ,  w ou ld  b en e f it  f r om  a f u n d am en t a l ch an ge  in  em ph asis on  lead er sh ip  b y  
b r in g in g  in  t h e  cr it ica l a sp ect  o f  ach iev in g  p lan n ed  o u t com es and  t h e  st ep s t o  g e t  
t h ere.  Fo r  exam p le ,  in t e rm s o f  r ecogn it io n  an d  rew ard ,  lead er sh ip  sh ou ld  be 
assessed  in t e rm s o f  ach ievem en t  bu t  in m ak ing  t h a t  a ssessm en t  t h e  st ep s 
t ow ard s ach ie vem en t  sh ou ld  a lso  be consid ered .  T h e  a r g um en t  h e re  is t h a t  
w it h o u t  a sh a red  v isio n ,  t h e  su ccessfu l su b j ect iv e  m o t iv a t io n  o f  f o llo w e r s,  and  
m on it o r in g  o f  p rog ress,  ach ie vem en t  w ill e it h e r  f a il o r  r isk  b e in g  se r io u sly  f law ed .
A  su ccessfu l lead er  w ill n eed  to  exce l in  all a sp ect s and  sh ou ld  n o t  be j u d g ed  on  
resu lt s a lo n e ,  f o r  w h ich  ach ievem en t ,  r e sp on sib il it y  w ill lie  in  m an y  p laces.  A  
su ccessfu l lead er  can n o t  do  it  all b y  t h em se lves.
Lim it a t io n s a n d  f u t u r e  r e se a rch
I  h ave a lr ead y  n o ted  som e  a reas f o r  f u t u re  research ,  f o r  ex am p le  c r is is  lead ersh ip ,  
em o t io n s in f o l low ers,  leadersh ip  f o r  all r a t h e r  t h an  j u s t  t h e  t o p  ech e lon s.  I n  
ad d it io n  I  w as su rp r ised  t h a t  v e ry  lit t le  w as m ade  ab o u t  g en d e r  issues.  One  
p e rson  m en t io n ed  an  im p ro v in g  sit u a t ion  on  eq u a lit y  and  d iv e r sit y  issu es,  b u t
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o t h e rw ise  t h e  ev id en ce  su g g est s t h a t  t h ese  co n sid e r a t io n s j u s t  a r en 't  in p eop le 's 
m inds,  d esp it e  t h e  f a ct  t h a t  t h e  c iv il se r v ice ,  in  com m on  w it h  m o st  o rg an isa t io n s,  
has com pa ra t iv e ly  f ew  w om en  and  peop le  f r om  e t h n ic m in o r it ie s in  t h e  m o st  sen io r  
p o sit ion s.  W h y  t h is w as n o t  r a ised  m ore o f t en  is n o t  som et h in g  I  con sid e red  in 
t h is r esearch .  T h er e  is p len t y  m o re  t o  r esearch  in t h is f ie ld .
Pe r so n a l  r e f le x io n s
When  you  a re  con cen t ra t in g  on  d ay - t o -d ay  w o r k  y ou  d o n 't  o f t en  p au se  t o  t h in k ,  
'ah a !  T h a t  w as an  exam p le  o f  t r an sact io n a l lead ersh ip ',  o r ,  ' i f  o n ly  Jim  had  used  
p a th -goal t h eo r y  t h e re  he'd  h ave g o t  t h e  resu lt s he w an t  m o re  q u ick ly '.  I t  is 
som e t h in g  o f  a lu xu ry  t h e re fo re  t o  be ab le ,  o ve r  a s ix  y e a r  p er iod ,  t o  st ep  b ack  and  
t h in k  ab ou t  h ow  lead ersh ip  p lay s o u t  in on e 's p lace  o f  w o rk .  I t  is a g r ea t e r  lu xu ry  
w h en  o t h ers g iv e  up  t h e ir  v a lu ab le  t im e  t o  t a lk  t o  y ou  ab o u t  lead ersh ip .  I  w as no t  
su rp r ised  t h a t  t h e y  d id  b u t  I  w as g ra t e fu l f o r  t h e  in sig h t f u l com m en t s t h a t  w ere  
m ade , com m en t s t h a t  sh ow ed  m e t h a t  p eop le  d o ,  w h en  ask ed ,  st o p  an d  t h in k  
ab o u t  t h e ir  lead ersh ip  st y les,  do ,  g en era lly ,  w e lcom e  t r a in in g  an d  t a k e  it  se r io u sly  
and  do  t h in k  ab o u t  h ow  b est  t o  w o rk  w it h  M in ist er s.
I n  f a c t  t h e y  t h in k  ab o u t  it  so  m uch ,  t h a t  I  w as su r p r ised ,  o n  re f lex io n ,  t h a t  t h a t  
w as n o t  m o re  n o t iceab le  in  d ay - t o -d ay  w o rk .  T h e re  is a t e n d en cy  in t h e  civ il 
se r v ice  t o  r egard  acad em ic st u d y  as v e r y  w o r t h y  f o r  o t h e rs ( f o r  e x am p le  t h e  
Go ver nm en t  w an t s h a lf  t h e  popu la t io n  t o  h ave  access t o  h ig h e r  ed u ca t io n ,  b u t  t h is  
is m o re  f o r  eco n om ic reason s t h an  f o r  acad em ic ex ce llen ce  in it se lf ) ,  b u t  n o t  
a lw ays re le van t  t o  p ro fessiona l p ract ice .  Bu t  I  n ow  w o n d e r  i f  t h is  isn 't  an  ex am p le  
o f  t h e  Ab ile n e  Parad ox  ( Har vey  1988)  in w h ich  w e  all ag ree  w it h  som e t h in g  ( fo r  
ex am p le  t h a t  acad em ic  st u d y  is n o t  all t h a t  r e levan t  t o  p ro fession a l p ra ct ice )  
b ecau se  peop le  a re  f ea r f u l t o  v o ice  t h e ir  d isag reem en t .  T h e r e  is no  sh o r t ag e  o f  
h ig h ly  q u a lif ied  civ il se r van t s (MBAs and  PhDs a re  n o t  r are )  b u t  no  e v id en ce  t h a t  
t h e ir  acad em ic ex p er t ise  is w id e ly  used .
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Bu t  t h en ,  i f  acad em ic  lead e rsh ip  t h eo r y  is, as I  su gg est ,  n o t  v e r y  u sefu l in 
an a ly sin g  lead e rsh ip  is p ro fession al p ract ice ,  p e rh ap s it  isn 't  su rp r is in g  t h a t  t h e  
D epa r tm en t  g iv es it  l it t le  room .
One  m ig h t  ex p ect  con du ct in g  research  in  on e 's ow n  o rg an isa t io n ,  r esearch  t h a t  
cou ld  be cr it ica l o f  o n e 's co lleag ues,  o r  t h e  cu lt u r e  o f  t h e  o rg an isa t io n ,  m ig h t  be 
p rob lem at ic.  I n  som e  w ays it  w as.  Th e re  w as f ir st  o f  all t h e  co n sid e ra t io n  o f  t im e  
sp en t  in  b o t h  in t e r v iew s an d  w id e r  r esearch ,  b u t  ap a r t  f r om  t h e  in t e r v iew s and  
t h e ir  t r an scr ip t io n ,  eve ry t h in g  w as d on e  in m y  ow n  t im e.  A f t e r  g a in in g  p erm ission  
f r om  t h e  Depa r tm en t  t o  co n du ct  t h e  in t e r v iew s t h e r e  w e re  no  p r ob lem s ab o u t  
g o in g  ah ead  w it h  t h em  and  n o -on e  ra ised  an y  so r t  o f  d o u b t  a b o u t  t h e  v a lu e  o f  
w h a t  I  w as do in g ,  o r  t h e  p ro p r ie t y  o f  t h e  w ay  I  d id  it . So  in t e r v iew in g  p eop le  in 
t h e ir  ow n  o f f ice s o r  e lsew h er e  in  t h e  Depar tm en t ,  an d  t ap e  reco rd in g  t h e  
con v er sa t io n s,  w as w it h o u t  d if f icu lt y .  O f  cou rse ,  m an y  o f  t h o se  I  sp o k e  t o  w ou ld  
t h em se lv es p rob ab ly  h ave con du ct ed  research  e it h e r  in  t h e ir  ow n  st u d ies a t  
u n iv e rsit y  o r  o n  o f f icia l b u siness,  and  all w ou ld  h ave u sed  research  f o r  ev id en ce  
based  p o licy  m ak ing .  So  t h e r e  is u n lik e ly  t o  h ave been  an y  on e  in vo lv ed  f o r  w h om  
t h e  idea o f  r esearch  w as novel,  o r  p rob lem at ic.
No r  w as t h e re  an y  p rob lem  ab o u t  an on ym it y  f o r  t h e  in t e r v iew ees.  A ll w e re  c lea r  
t h a t  t h a t  w as t h e  o n ly  cou rse  t o  p u rsue  and  n o -on e  su g gest ed  a n y  o t h e r  w ay  o f  
p roceed ing .  No r  w as t h e re  an y  c lam ou r  t o  k n ow  w h o  e lse  w as be in g  in t e r v iew ed ,  
n o r  an y  req uest ,  n o t  even  t an g en t ia lly ,  t o  see  all o r  p a r t  o f  t h e  t r a n sc r ip t  o f  t h e ir  
in t er v iew ,  o r  an y  p a r t  o f  t h e  com p le t ed  t h esis in  o r d e r  t o  ch eck  o r  e d it  t h e ir  d at a.  
Th e r e  ap p ea rs t o  h ave been  com p le t e  p ro fession a l t r u s t  b e tw een  r esea r ch e r  and  
in t e r v iew ees,  d ou b t less h e lped  in p a r t  b ecau se  t h e  r esear ch e r  w as kn ow n  
p e rson a lly  b y  each  in t er v iew ee.
W h ich  b r ing  u s t o  on e  clea r  issue  f o r  t h e  researcher .  I n  Ch ap t e r  1 1 se t  o u t  t h e  
ackn ow led g ed  su b j ect iv e  b ackg rou nd  t o  t h e  research .  I  w as n o t  o n ly  k n ow n  t o  t h e  
in t e r v iew ees,  b u t  w e ll k now n  t o  som e,  and  had  been  f o r  som e  year s.  T h is ,  I  t h in k ,
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w as a d o u b le  ed ged  sw o rd .  I t  u n d ou b t ed ly  g ave  m e easy  and  p e r h ap s p r iv ileged  
access t o  t h e  g rou p  I  w an t ed  t o  in t er v iew .  I t  a lm ost  ce r t a in ly  p u t  t h e  in t e r v iew ees 
a t  ease  and  p erh ap s a llow ed  t h em  t o  be f r an k e r  t h an  t h e y  w ou ld  h ave  been  w it h  
som eon e  t h ey 'd  no t  m e t  befo re.  W ou ld  t h a t ,  h ow ever ,  e n co u rag e  t h em  t o  sp ice  
up  t h e ir  com m en t s,  t o  exag ger a t e  p o in t s t h ey  w an t ed  t o  m ake ,  o r  d r o p  t h e ir  guard  
ag a in st  m ak in g  su g g est io n s t h a t  cou ld  b a re ly  be su b st an t ia t ed ?
T h e  o t h e r  ed g e  t o  t h e  sw o rd  is a cou n t e r - b a lan ce  t o  t h a t  r isk ;  f am ilia r i t y  m ig h t  
en co u rag e  f r eed om  in sp eech  and  access t o  r ich e r  an d  m o re  in t e r est in g  data.  I t  
cou ld  be t h a t  f am ilia r i t y  a llow ed  m e t o  g a t h e r  dat a t h a t  o t h e rs m ig h t  n o t  have  
g a t h e red ,  and  t h a t  an  ex t e rna l and  u n fam ilia r  r esearch er  m ig h t  h ave  t a ken  lo n g er  
t h an  m e t o  g e t  t o  a p osit ion  o f  u n d erst an d in g ,  o r  n o t  r eached  t h a t  p o sit io n  a t  all.
A s I  sa id  in  Ch ap t e r  2, h av ing  n o t ed  t h e  n ecessa ry  co n sid e r a t io n s t h a t  a su b j e ct iv e  
cr it ica l t h eo r y  ap p roach  req u ires ( f o r  exam p le ,  t h a t  t h e  r esear ch er 's ow n  p re ­
u n d er st an d in g s are a f ea t u r e  o f  t h e  research  and  m u st  be ackn ow led g ed ) ,  t h en  so  
long  as t h e  dat a p o in t s co n v in c in g ly  in  a ce r t a in  d ir ect io n  ( o r  d ir ec t io n s)  t h en  t h a t  
is su f f ic ien t  t o  a llow  t h e  research er  t o  reach  con clu sion s.
T h e re  is n e it h e r  an y  p o in t  t r y in g  t o  g uess h ow  m y  r e la t io n sh ip  w it h  t h e  
in t e r v iew ees m ig h t  h ave co lou red  t h e ir  co n v er sa t io n s w it h  m e,  n o r  a n y  need .
On ce  o n e  has se t  o u t  t h e  on t o log ica l and  ep ist em o log ica l b asis o f  t h e  research ,  
and  ackn ow led ged  t h e  su b j ect iv it y  in  it  ( Ch ap t e r  2) ,  t h en  t h e  d a t a  m u st  be a llow ed  
t o  st an d  f o r  it se lf  and  be v iew ed  in  t h e  ap p rop r ia t e  ligh t .  H ow ever ,  aw ay  f r om  t h a t  
f o rm a l p o sit ion ,  I  h ave lit t le  d o u b t  t h a t  t h e  in t e r v iew ees w ou ld  st an d  b y  w h a t  t h ey  
t o ld  m e and  t h a t  an y  p ro fession al r e search e r  cou ld  h ave ob t a in ed  v e r y  sim ila r  
data.
I  have been  re f lect in g  on  w h a t  it  m ean t  t o  r esearch  in  a cr it ica l t h e o r y  m ode  w h ils t  
w o rk in g  d ay - t o -d ay  in t h e  sam e en v iro nm en t  as m y  in t e r v iew ees.  I  h ave  a lr ead y  
exp la in ed  ( Ch ap t e r  2)  w h y  I  d ecid ed  t o  r est r ict  m y  research  t o  in t e r v iew s.  I  t h in k  
it  w ou ld  h ave been  d if f icu lt  t o  m a in t a in  w h o lly  n o rm a l w o rk in g  r e la t io n s w it h  m y
179
co lleag u es i f  t h e y  f e lt  t h a t  t h ey  w ere be ing  ob served ,  f o r  ex am p le  in  t h e  w eek ly  
sen io r  m an ag em en t  m ee t in g s,  as pa r t  o f  m y  research .  I t  w ou ld  h ave  ad d it io n a lly  
com p lex  if , as w as t h e  case,  som e in t h o se  m ee t in g s had  b een  in t e r v iew ed  and  
som e had  n o t  ( and  t h u s t h e r e  w ou ld  have been  an  in -g rou p  an d  an  ou t - g r o u p  w it h  
real o r  im ag in ed  con sequ en ces) .  Bu t  I  d id  f in d  t h a t ,  a s a re su lt  o f  m y  st u d ies,  I  
began  t o  co n sid e r  n o t  o n ly  w h a t  m y  co lleag u es w e re  say in g  ( t h e  w o rd s t h ey  u sed )  
b u t  a lso  t h e  m ean in g s I  t h o u g h t  t h e y  w an t ed  t o  co n v ey  ( b ased  on  an  a t t em p t  t o  
u n d erst an d  t h e ir  less d om in an t  d iscou rses) .
An d  t h a t ,  o f  cou rse ,  is a k ey  issue  in cr it ica l t h eo ry :  com m u n ica t io n s a re  d ist o r t ed  
f avou r in g  on e  d isco u rse  o ve r  an o t h e r  w h ich  leads t o  a d im in u t io n  in  d em ocr acy  
and  f a irn ess.  I f  b y  f in d in g  con sen su s w e  can  rem ove  t h a t  u n fa ir n ess t h en  w e  have 
im p ro ved  so cie t y  o r  in  t h is case t h e  w o rkp lace . I t  is p o ssib le  t o  b e liev e  t h a t  by  
t ry in g  t o  h ea r  m o re t h an  j u s t  t h e  w o rd s p eop le  u se b u t  a lso  t r y in g  t o  ex p o se  t h e ir  
a lt e rn a t iv e  d isco u rses t h en  t h e  ch an ces o f  r each in g  t h a t  co n sen su s a re  g rea te r .  
T h is  is n o t  w it h o u t  d if f icu lt y .  W h at  ch a irm an  o f  t h e  w eek ly  sen io r  m an agem en t  
t eam  w an t s t o  h ear  m u lt ip le  st o r ies,  w h o lly  o r  p a r t ly  co n f lic t in g  w it h  each  o t h e r  
and  w it h  t h e  d om in an t  d iscou rse? So  t o  m ake  p rog ress in  a co n st r u ct iv e  w ay ,  t h is 
t a sk  m u st  be sen sit iv e ly  m anaged ,  and  p a r t  o f  t h a t  t a sk  is t o  h e lp  o t h e rs 
u n d erst an d  t h e  u n d er ly in g  ep ist em o log y  -  no  easy  t h in g .  I  f in d  t h a t  sh o r t  sh a rp  
in t e r ven t io n s in  f o rm a l m eet ing s,  w h ich  can  be deal w it h  q u ick ly  and  i f  n ecessa ry  
re ject ed  w it h  o u t  u n du e d ist r act ion ,  b acked  up  w it h  lo n ger ,  o f t en  on e- t o -on e ,  
d iscu ssion s w it h  in d iv id u a ls t o  coach  t h em  in t h in k in g  ab o u t  t h e  lesson s t h a t  can  
be lea rn t  f r om  a cr it ica l ap p roach ,  w o rk  best .
Bu t ,  o f  cou rse,  I  am  o f f e r in g  m y  ow n  d iscou rse ,  w h ich  o t h e rs m ay  q u it e  ea si ly  see 
as d om in an t  and  d r iv in g  ou t  o t her ,  eq u a lly  ap p ro p r ia t e ,  d iscou rses.  I n  t h e  en d  it  is 
t h e  e lu siv e  ideal sp eech  m om en t  t h a t  t h eo r y  say s w e  sh ou ld  seek .
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AN N EX
1 I n t e r v iew ees b ack g r ou n d  ( len g t h  o f  se r v ice ,  r e sp o n sib i l i t ie s,  
g r ad e )
2  W h a t  is le ad e rsh ip  in  t h e  c iv il se r v ice  f o r  y o u ?
3 Has it  b een  t h e  sam e  o v e r  t h e  la st  5 / 1 0 / 2 0 / 3 0  y ea r s?
4  W h a t  m akes a g o od  lead e r?
5 I s a g o od  lead e r  in  t h e  c iv il se r v ice  t h e  sam e  as a g o o d  le ad e r  
in  g en e ra l?
6  Fo r  y ou ,  a n y  d if f e r en ce  b e tw een  lead e rs an d  m an ag e r s?
7 Co n f l ic t  b e tw een  M in ist e r s an d  b o sses as le ad e rs?
8  H av e  y o u  d o n e  a n y  lead e rsh ip  t r a in in g ? D id  i t  h e lp ? W h y ?
9  Can  an y o n e  be  a le ad e r? D oes g r ad e  o r  e x p e r ie n ce  m a t t e r ?
10 A r e  y o u r  su b o rd in a t es lead e rs? H ow  d o  y ou  h e lp  t h em  d ev e lo p  
t h e ir  lead e rsh ip  sk il ls?
11 D oes ' t h e  sy st em ' h e lp  o r  h in d e r  y o u  as a lead e r?
12 A n y  room  f o r  m ave r ick s? c f  ' le a d e r  an d  t h e  f o o l?
C iv i l  se r v a n t s  a n d  le a d e r sh ip  in t e r v ie w s -  k e y  q u e st io n s
